An evaluation of the leadership effectiveness among production supervisors at selected pharmaceutical organisations in Port Elizabeth by Swanepoel, Deon Andre
SUPERVISORY LEADERSHIP AT SELECTED PHARMACEUTICAL 
ORGANISATIONS 
 
D.A. SWANEPOEL 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
AN EVALUATION OF THE LEADERSHIP EFFECTIVENESS AMONG 
PRODUCTION SUPERVISORS AT SELECTED PHARMACEUTICAL 
ORGANISATIONS IN PORT ELIZABETH 
 
 
 
DEON ANDRÉ SWANEPOEL 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
AN EVALUATION OF THE LEADERSHIP EFFECTIVENESS AMONG 
PRODUCTION SUPERVISORS AT SELECTED PHARMACEUTICAL 
ORGANISATIONS IN PORT ELIZABETH 
 
 
 
 
 
BY 
 
DEON ANDRÉ SWANEPOEL 
 
 
 
 
 
Submitted in partial fulfilment  
of the requirements for the 
Master’s Degree in Technology: Business Administration 
at the Port Elizabeth Technikon. 
 
 
 
 
 
Date of submission 
January 2001 
Promoter 
Prof N.J. Dorfling 
 
 
 
 
 
 
 
 
 DECLARATION 
 
 
I Deon André Swanepoel hereby declare that: 
 
• the work in this paper is my own original work; 
 
• all sources used or referred to have been documented and recognised; and 
 
• this paper has not been previously submitted in full or partial fulfilment of the 
requirements for an equivalent or higher qualification at any other recognised 
education institution. 
 
 
 
 
Deon A Swanepoel 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 ACKNOWLEDGEMENTS 
 
 
It is with appreciation and gratitude that I would like to acknowledge the 
contribution and support the following people made during the process of 
completing this dissertation: 
 
• Prof N J Dorfling who acted as my promoter and who was always available 
for advice, support, and guidance.  Without your guidance and drive, I do not 
think I would have been able to complete this study.  Thank you. 
 
• Mr C Bosma for his help and advice with the empirical component of this 
study. 
 
• Ms M J Grindstad who sacrificed holiday time with her family to assist me 
with the outlay, grammar, and finishing touches to this study. 
 
• The management and staff of Lennon and Intramed for allowing me to carry 
out my empirical study in their organisations. 
 
• My wife, Maryann, and our daughters, Amy and Emily, who gave me the 
encouragement in difficult times and the understanding that sacrifices had to 
be made.  I thank you for your support and love. 
 
 
 
Deon Swanepoel 
Port Elizabeth 
January 2001 
 
  
 
 
 
 ABSTRACT 
 
 
Effective leadership is one of the most important factors that influence the 
performance of an organisation.  Effective leadership together with supervision 
are similar in terms of their influence of others towards achieving the goals of 
the organisation.  Therefore, effective leadership and supervision are principal 
activities through which organisational goals and objectives are achieved.  
 
The main objectives of this study are firstly to evaluate the leadership 
effectiveness of production supervisors at Lennon and Intramed.  Secondly, to 
suggest recommendations to management to improve or eliminate 
shortcomings in the leadership effectiveness of the production supervisors at 
Lennon and Intramed.  In this way, a contribution to the overall leadership 
effectiveness of the production supervisors at Lennon and Intramed is achieved. 
 
In order to achieve the said objectives, the following methodology was 
employed: 
 
Firstly, guidelines for effective leadership were identified by means of evaluating 
existing literature and theory.  This was achieved by critically examining existing 
leadership theories and models.  The major contributions, disadvantages, and 
advantages of each of these theories and models were evaluated which 
resulted in the list of guidelines for effective leadership. 
 
Secondly, the pharmaceutical industry and the theory surrounding supervision 
were critically examined and discussed.  Attention was given to the 
pharmaceutical industry in South Africa, with special reference to Lennon and 
Intramed.  The theory of supervision was examined with special focus on the 
skills, functions, power, and responsibilities of the supervisor. 
 
Thirdly, a postal questionnaire was used to gather the required empirical 
information.  The response obtained from the questionnaire was critically 
evaluated against the guidelines for effective leadership and effective 
supervision, and the results were graphically represented in a company 
leadership profile.  Lennon and Intramed were evaluated separately, and the 
major differences and similarities between the two organisations were critically 
evaluated. 
 
Lastly, the main findings and recommendations were formulated in order to 
remedy the shortcomings that were identified. 
 
The following recommendations may lead to more effective leadership among 
production supervisors at Lennon and Intramed: 
 
• It is necessary that this study be made available to the supervisors at 
Lennon and Intramed, as it will give them insight into the theory of leadership 
and what effective leadership is about.  It will furthermore give the 
supervisors an insight into the way that their subordinates view their 
leadership behaviour and effectiveness.  It is further recommended that the 
information from this study be made available through sensitisation sessions 
where the necessary information is presented to a group or individual 
supervisors. 
 
• Leadership training and development is required as it can make a 
meaningful contribution to equip supervisors with the necessary leadership 
skills to practise effective leadership.  This leadership training and 
development can be done by means of short courses presented by a formal 
training institution, or by a suitably qualified in-house presenter. 
 
• The last recommendation to leadership effectiveness involves the 
implementation of a performance management system and incentive 
scheme to further motivate and drive the supervisor’s leadership behaviour 
towards effective leadership. 
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CHAPTER 1 
 
Problem statement and definition of concepts 
 
 
1.1 MAIN PROBLEM 
 
Time in the history of the industrial world.  the industrial process and social 
order is continually the new millennium is the most rapidly changing changing 
through the revolution of technology (comstock, 1987: 4).  john kotter states that 
leaders are people who cope with change and are able to initiate change 
(comstock, 1987: 108).  john kotter also states that leadership is a complex 
subject because there are a number of different ways to lead, depending on the 
nature of the person leading, the nature of the people being led, and the 
situation surrounding the leader and follower.  furthermore, leadership is an 
essential element of supervision, and supervisors need to understand the 
process of effective leadership. 
 
Based on the above statements it is clear that organisations operate in an ever-
changing climate.  Therefore, to be able to cope with this changing industrial 
world, organisations need effective leaders, and effective supervisors.  This 
leads to the following question: 
 
• Why is it that some people are effective leaders and others are not? 
 
During 1997, South Africa’s expenditure related to healthcare totalled R40 
billion.  This equates to 8.5% of South Africa’s Gross Domestic Product (GDP).  
During the same period, the pharmaceutical market constituted 17.1% of the 
total South African healthcare market (source: market share presentation by 
Pharmacare Ltd.). 
 
Based on the above statements it is clear that the pharmaceutical industry is a 
major contributor to South Africa’s healthcare expenditure and South Africa’s 
GDP.  This statement and the previous question lead to the next question that 
also represents the main problem of this study: 
 
How effective are supervisors in practising effective leadership in the 
pharmaceutical industry? 
 
 
1.2 SUB-PROBLEMS 
 
To develop a strategy for the handling and solving of the set main problem the 
following sub-problems are identified: 
 
• How should supervisors practise effective leadership? 
• What type of leadership is practised by supervisors in the pharmaceutical 
industry? 
• To what degree does leadership practised by supervisors in the 
pharmaceutical industry comply with the guidelines for effective leadership? 
 
 
1.3 DELIMITATION OF THE RESEARCH 
 
It is not possible to research each aspect of the central problem, however this 
does not imply that the topics that were excluded from this research project do 
not require researching.  By delimiting the research project, it makes the 
research project more manageable for the researcher.  
 
 
1.3.1 SUPERVISORY LEVEL 
 
The Proposed Research Study Is Limited To The Evaluation Of Leadership 
Behaviour Among Production Supervisors.  The Study Will Only Include 
Supervisory Staff In The Production Departments Of Lennon And Intramed.  
The Study Is Further Limited To The Supervisors Responsible For The Packing 
Departments Of Lennon And Supervisors Responsible For The Manufacturing 
And Packing Departments Of Intramed.  Production Support Supervisors, 
Stores Supervisors, And Quality Control Supervisors Are Excluded From This 
Study. 
 
 
1.3.2 GEOGRAPHICAL LOCATION 
 
The empirical component of this study will be limited to the Lennon 
manufacturing facility in Fairclough Road, Korsten, Port Elizabeth, and the 
Intramed manufacturing facility in Gibaud Road, Korsten, Port Elizabeth. 
 
 
1.3.3 THEORETICAL DELIMITATION 
 
The Study Will Be Limited To The Evaluation Of The Process Of Leadership 
Practised By Production Supervisors.  The Study Will Identify Theoretical 
Process Guidelines For Effective Leadership, Which Will Be Used To Evaluate 
The Extent To Which Production Supervisors Meet These Guidelines.  The 
Study Will Use Only Existing Relevant Theory.  It Is Not The Objective Of This 
Study To Evaluate The Output Of Leadership In Practice. 
 
 
1.4 DEFINITION OF CONCEPTS 
 
For the purpose of this study, the following meanings are associated with the 
concepts in the title and problem statements of this document. 
 
 
1.4.1 PRODUCTION 
 
In His Process Of Defining What Production Is, Obodovsky First Defined The 
Term Wealth As The Total Amount Of Goods That Have Been Generated 
During Some Period Of Time.  The Definition Of Production Stems From This 
Definition Of Wealth, And Production Is Defined As The Fabrication Of A 
Physical Object Through The Use Of Labour, Material, Money, Equipment, Etc. 
(Mayer, 1982: 1-2).  However, Regardless Of The Type And Nature Of The 
Organisation, The Type Of Product It Produces, Or The Service It Delivers, Its 
Continued Existence Rests On Its Ability To Produce Something For Which 
There Is A Demand (Mayer, 1982: 2). 
 
From the above discussion, the following definition can be concluded and will 
be used as the definition of production for the purpose of this study: 
 
Production is the manufacture of a product through the use of resources 
for which there is a demand in the market. 
 
 
1.4.2 SUPERVISION 
 
Supervision will be defined by means of explaining the levels within the 
organisation and the skills and functions of the supervisor. 
 
According To Comstock (1987: 5-7) There Are Two Levels Of Work In An 
Organisation.  These Levels Are Non-Managerial Work And Managerial Work, 
With Supervisors Falling In The Managerial Level Of Work.  Supervisors Are 
Classified As First-Level Managers In A Hierarchy That Includes Top 
Management, Middle Management, First-Level Management, And Operational 
Level Employees.  Therefore, A Supervisor Is A First-Level Manager Who 
Reports To Middle Management And Has The Responsibility Of Getting The 
Operational Level Employees To Carry Out The Plans, Policies, Objectives, 
And Targets That Were Set Out By Top Management And Middle Management. 
 
A supervisor requires certain leadership skills to perform his functions 
(Newstrom and Davis, 1993: 223-224).  The skills a supervisor requires are as 
follows: 
 
• Conceptual skills 
This is also known as managing skills or administrative skills, and is the 
knowledge the supervisor has of the entire organisation and how it is co-
ordinated, the knowledge of its information and records system, and an 
ability to plan and control work (Bittel and Newstrom, 1990: 17).  Conceptual 
skills allow the supervisor to plan, solve problems, and make decisions 
(Bulin, 1995: 10). 
 
• Human relations skills 
The supervisor must have knowledge of human behaviour and ability to 
work effectively with individuals, groups, peers, superiors, and subordinates 
(Bittel and Newstrom, 1990: 17).  Communication and motivation are 
important for effective human relations.  The supervisor must be able to 
communicate with others, as it is important for getting things done through 
others.  The ability to understand and motivate other employees is of 
importance for getting the organisational goals done (Bulin, 1995: 10). 
 
• Technical skills 
The supervisor requires knowledge of the job, industry, and its particular 
processes, machinery, and problems (Bittel and Newstrom, 1990: 17).  
Technical knowledge is important in order for the supervisor to be able to 
educate the workers in the process of production under his authority  (Bulin, 
1995: 10). 
 
In table 1.1 the need for the different skills are related to the different 
management levels. 
 
 
Table 1.1 The need for skills related to management levels 
 
 
Technical 
Skills 
Human relations 
skills 
Conceptual 
skills 
Supervisors 50% 30% 20% 
Middle managers 33.3% 33.3% 33.3% 
Executives 20% 30% 50% 
 
SOURCE: BITTEL AND NEWSTROM, 1990: 17 
 
 
Supervisors Perform Various Management Functions In Their Everyday 
Activities.  These Management Functions Are Universally Needed In All Types 
Of Organisations, And Are Performed At All Levels Of The Organisation (Bulin, 
1995: 9).  The Functions Of A Supervisor Are As Follows: 
 
• Planning 
Planning entails the setting of goals and establishing plans and procedures 
to attain them (Bittel and Newstrom, 1990: 16).  First-line supervisors do 
more short-term planning than long-term planning (Comstock, 1987: 24-25). 
 
• Organising 
This is the arranging of jobs in such a way as to make them more effective.  
It is the process of deciding who is to do what (Comstock, 1987: 25). 
 
• Controlling 
Controlling involves comparing actual performance with planned 
performance and taking corrective action, that could lead to the changing of 
plans or objectives (Comstock, 1987: 25). 
 
• Directing 
This concept, also known as commanding, activating, or co-ordinating, 
involves motivating, communicating, and leading.  The supervisor indicates 
to the workers the direction they have to take in order to meet objectives, 
he/she motivates them to achieve the objectives, and arranges for the 
resources required (Comstock, 1987: 25). 
 
• Staffing 
This process involves selecting and placing the right number of people in the 
most appropriate jobs.  Worker orientation and training are included in the 
supervisor’s staffing responsibilities (Comstock, 1987: 26).  
 
Table 1.2 illustrates the contrast between management level and the time spent 
performing the different management functions. 
 
 
 
 
  
Table 1.2 Time spent on management function for various hierarchical 
levels of the organisation 
 
 Planning Organising Leading Controlling 
Supervisory 
managers 15% 24% 51% 10% 
Middle 
managers 18% 33% 36% 13% 
Top  
Managers 28% 36% 22% 14% 
 
SOURCE: BULIN, 1995: 9 
 
 
FROM THE ABOVE DISCUSSION, THE FOLLOWING DEFINITION CAN BE 
CONCLUDED AND WILL BE USED AS THE DEFINITION OF SUPERVISION 
FOR THE PURPOSE OF THIS STUDY: 
 
Supervision is the process of planning, directing, controlling, and leading 
of workers by means of conceptual, human relations, and technical skills, 
and using resources in order to achieve goals and objectives of the 
organisation. 
 
 
1.4.3 PRODUCTION SUPERVISION 
 
In view of the interpretation of the two concepts, namely production and 
supervision, the following interpretation will be applied to the concept production 
supervision:  
 
Production supervision is defined as the activity of planning, controlling, 
motivating, and directing of employees involved in the manufacture of 
products in order to meet the goals of the organisation. 
  
 
1.4.4 LEADERSHIP 
 
In this section the concept of leadership will be defined with the purpose of this 
study in mind.  Firstly, the difference between leadership and management will 
be explained.  Secondly, the roles of leadership in an organisation will be 
discussed.  Finally, leadership will be defined and a working definition for the 
purpose of this study will be developed. 
 
LEADERS AND MANAGERS HAVE DIFFERENT CHARACTERISTICS.  
MANAGEMENT IS CHARACTERISED BY THE FOLLOWING (ROBBINS, 
1993: 365): 
 
• Managers have impersonal attitudes towards goals.   
• Managers relate to people according to the role they play in the decision-
making process.   
• Managers deal with complexity.   
• Managers install order and consistency by drawing up plans, designing 
organisational structures, and monitoring progress against the plans that 
were drawn up. 
 
However, leaders are characterised by the following (Robbins, 1993: 365): 
 
• Leaders have active and personal attitudes towards goals. 
• Leaders seek out risk and danger, especially if the reward appears high. 
• Leaders relate to people in an intuitive and empathic way. 
• Leadership is dealing with change. 
• Leaders develop a vision for the future and give direction to the organisation, 
they align people by communicating this vision and inspiring them to 
overcome difficulties and obstacles. 
 
 
 
STRONG LEADERSHIP AND STRONG MANAGEMENT ARE BOTH 
NECESSARY FOR AN EFFECTIVE AND STRONG ORGANISATION.  
HOWEVER, ORGANISATIONS TEND TO BE OVER-MANAGED AND 
UNDERLED.  THEREFORE, ORGANISATIONS NEED TO FOCUS THEIR 
DEVELOPMENT ON LEADERSHIP WITHIN THE ORGANISATION 
(ROBBINS, 1993: 365). 
 
Szilagyi and Wallace (1990: 384-385) define leadership as a process in which 
one person attempts to influence another to accomplish some goal, and identify 
two leadership roles in organisations, namely formal leaders and informal 
leaders.  These are defined as follows: 
 
• Formal leader 
A formal leader can exercise formal influence due to his given position and 
authority in the organisation.  This formal leader is responsible for leadership 
functions such as planning, organising, and controlling.  
 
• Informal leader 
The informal leaders are referred to as peer leaders or emergent leaders, 
and exert informal influence.  This informal influence is not exerted due a 
position of authority or position within the organisation, but this informal 
influence can affect the behaviour of group members.  Informal leaders can 
play a very important role within the organisation if their behaviour and 
influence are in line with the total organisation’s goals and objectives.  
However, if the informal leader’s actions are against the objectives of the 
organisation, the followers will be negatively influenced as to result in 
reduced efficiency and performance.  
 
Comstock (1987: 108-109) Argues That Leadership Can Not Only Be Defined 
As The Process Of Influencing People To Accomplish A Goal.  This Can Be 
Done Using Force.  However, Leadership Is Also The Influence A Person Uses 
To Get Others To Accomplish Objectives And Goals Willingly.  Therefore, 
Leadership Must Not Be Associated Only With Coercion And Forced 
Compliance, But Also With Willing Participation.   
 
By Means Of Careful Analysis Of The Various Definitions Of Leadership, The 
Following Definition Will Be Used For The Purpose Of This Study: 
 
Leadership Is Defined As The Competency And Process Required To 
Influence And Empower People To Achieve Set Goals Through 
Consistent Superior Performance For The Benefit Of Themselves And 
The Organisation. 
 
 
1.4.5 PHARMACEUTICAL INDUSTRY 
 
The use of natural and other substances have been around throughout history 
as a cure to illnesses.  Factories have been set up especially for the 
manufacture of drugs or medicines.  The pharmaceutical industry is a highly 
regulated and quality-critical industry (McCormick, 1998: 7-13). 
 
From the above discussion, the following definition will be used to describe the 
pharmaceutical industry for the purpose of this study: 
 
The pharmaceutical industry is defined as the industry responsible for the 
manufacturing of quality drugs and medicines as cure to illness. 
 
 
1.5 THE SIGNIFICANCE OF THE RESEARCH 
 
Leadership is one of the most important factors that influence the performance 
of an organisation.  It is the main activity through which organisational goals and 
objectives are achieved (Szilagyi and Wallace, 1990: 384).  Therefore, the 
performance of an organisation is directly related to the quality of its leadership 
(Smit and Cronje, 1992: 337-339). 
 
Leadership and supervision are linked in terms of goal achievement through the 
influence of others to perform tasks (Comstock, 1987,p. 108).  Supervisors hold 
the power to turn on, or turn off, the productivity of their organisation due to the 
fact the supervisory position is the link between management and the operating 
employees (Bittel and Newstrom, 1990: 5-6).  Good supervisors will lead their 
organisations to greater heights of achievement, productivity, and ultimately 
profitability if they are leaders as well.  Therefore, turning supervisors into 
leaders so that they can become better supervisors must be the main objective 
of any organisation (Smit and Cronje, 1992: 337-339).   
 
Low productivity hinders the growth of many South African organisations.  
Managers complain constantly about the declining morale of its workforce.  This 
indicates that there is a crisis in South African leadership.  The key to economic 
growth for any organisation lies in the developing and managing of its human 
resource.  A changing environment with increased competitiveness demands 
the ability to generate new ideas and react more quickly than the competitors 
(Charlton, 1992: 1-13).  It is therefore vital that management is competent in 
effective leadership so that the organisation can realise a return on its human 
resource development.  
 
From the discussion above, the following can be concluded: 
 
• Leadership is important for the success of any organisation. 
• The process of leadership implicates dealing with people. 
• There is a significant link between leadership and supervision. 
• Leadership can be developed and improved. 
• The pharmaceutical industry is a major contributor to the South African 
economy (see paragraph 1.1). 
 
It is expected that the result of this study will be a resource for: 
 
• Determining guidelines for effective leadership among production 
supervisors who are responsible for direct production activities and 
resources. 
 
• Evaluating effective leadership strengths and weaknesses among 
production supervisors. 
 
• Identifying effective leadership shortcomings and recommendations for 
reducing or eliminating these shortcomings.  
 
THE STUDY CAN ALSO PROVIDE FOR THE BASIS OF FURTHER STUDY.  
THE RESULTS OF THE EMPIRICAL STUDY COULD BE USEFUL IN THE 
EVALUATION OF LEADERSHIP SKILLS AMONG OTHER SUPERVISORY 
LEVELS OR IN OTHER GEOGRAPHICAL AREAS. 
 
 
 
1.6 RESEARCH METHODOLOGY 
 
IN ORDER TO ARRIVE AT A SOLUTION FOR THE STATED SUB-
PROBLEMS, THE FOLLOWING PROCEDURE WILL BE FOLLOWED: 
 
Firstly, guidelines for effective leadership will be identified by means of 
evaluating existing literature and theory.  The process used to identify these 
guidelines for effective leadership will consist of the following stages: 
 
• Existing leadership theories or models will be critically examined. 
 
• The major advantages and disadvantages of each of the leadership models 
or theories will be discussed. 
 
• By evaluating the main contributions of each leadership theory or model, the 
guidelines for effective leadership will be identified. 
 
Secondly, The Pharmaceutical Industry Will Be Discussed.  Attention Will Be 
Given To The Pharmaceutical Industry In South Africa.  A Critical Examination 
And Description Of Lennon And Intramed As Pharmaceutical Manufacturers In 
The Eastern Cape Will Be Made. 
 
Thirdly, The Theory Surrounding Supervision Will Be Critically Examined.  The 
Process Used To Describe Effective Supervision Will Include The Following 
Steps: 
 
• The Concept Of Supervision Will Be Clearly Defined. 
 
• The Skills, Functions, And Responsibilities Of The Supervisor Will Be 
Discussed In Detail. 
 
• The Power That A Supervisor Possesses Will Be Discussed. 
 
Fourthly, the unique characteristics of the supervisory environment within 
Lennon and Intramed will be defined and critically evaluated against the theory 
of an effective supervisor as summarised above. 
 
Fifthly, the methodology for the gathering and processing of empirical 
information will be explained. 
 
Sixthly, the response obtained from the questionnaire is critically evaluated 
against the guidelines for effective leadership and effective supervision.  The 
results are graphically represented in a company leadership profile.  Lennon 
and Intramed are evaluated separately, and the major differences and 
similarities between the two organisations are critically evaluated. 
 
Lastly, the main findings and recommendations are described.  Special 
attention is given to the implementation of the recommendations, and 
opportunities for further research are identified. 
 
 
1.7 CONCLUSION 
 
In this chapter the main problem facing this study was defined, namely: How 
effective are supervisors in practising effective leadership in the pharmaceutical 
industry?  Furthermore, in this chapter the boundaries of the study were 
established with regards to supervisory level, geographical location, and 
theoretical delimitation.  Concepts used in the title and main problem of this 
study were defined, namely: production, supervision, production supervision, 
leadership, and pharmaceutical industry.  The significance of this study was 
explained in great detail.  Lastly, describing the methodology that will be used to 
derive at a solution for the main problem concluded the chapter. 
 
In the next chapter, the theory surrounding leadership will be evaluated in great 
detail.  The major leadership theories and models will be analysed with respect 
to their contributions, disadvantages, and advantages.  This analysis will then 
be used to identify the major guidelines for effective leadership. 
CHAPTER 2 
 
Identification and definition of leadership theories and styles 
 
 
2.1 INTRODUCTION 
 
The objective of this chapter is to gain an understanding of the various theories 
of leadership and to process these theories into a set of guidelines for effective 
leadership. 
  
In order to derive at the above-mentioned objective the following process will be 
followed.  Terminology that will be used in the chapter will be defined.  These 
terms are management, power, and leadership.  Thereafter, the relationship 
between management and leadership will be critically discussed.  The various 
implications that leadership styles have on the firm will be looked at, and 
leadership models will be classified.  The above will assist in critically 
discussing the various leadership models of value.  These will include the trait 
theories, behavioural theories, contingency or situational theories, and finally 
more recent modern theories and models.  By critically analysing the positive 
and some negative characteristics of the above-mentioned theories and 
models, the guidelines for effective leadership will be defined. 
 
 
2.2 DEFINITION OF TERMS USED 
 
 
2.2.1 LEADERSHIP DEFINED 
 
There are few terms in the study of organisational behaviour that inspire less of 
an agreement on a definition than that of leadership.  It is said that there are 
almost as many definitions of leadership as there are researchers who 
attempted to define it (Robbins, 1993: 365).  One researcher went as far as to 
say that leadership resembled love: it is something most people feel they can 
recognise, but find it difficult to define (Baron and Greenberg, 1990: 373). 
 
The following are a few short interpretations and definitions of leadership as 
defined by authors in this field of study: 
 
• Robbins (1993: 365) defines leadership as the ability to influence a group 
toward the achievement of goals.  He goes further to state that the source of 
this influence the person has over his followers may be as a result of the 
position the person has within the organisation. 
 
• To Gray and Starke (1984: 222-223) leadership is defined as both a process 
and a property.  The process of leadership is the use of influence to guide 
and control the activities of people towards the accomplishment of 
objectives.  The property of leadership is the set of qualities or 
characteristics that the person, who is able to successfully use his influence, 
possesses. 
 
• According To Szilagyi And Wallace (1990: 384-385), Organisational 
Performance Is Influenced By Leadership.  The Reason For This Being That 
Leadership Is The Primary Function For Accomplishing Organisational 
Goals.  Szilagyi And Wallace Define Leadership As A Process In Which A 
Person Attempts To Influence Another To Accomplish Some Goal Or Goals.   
 
From the various definitions of leadership discussed above, leadership can be 
defined for the purpose of this paper as the following:   
 
Leadership is the process of influencing, controlling, and guiding the 
behaviour of individuals or groups in such a manner that they work to pursue 
the objectives and goals of the organisation.  
 
 
 
 
 
2.2.2 MANAGEMENT VERSUS LEADERSHIP 
 
In order to contextualise the discussion of the concept of leadership, it is 
important to distinguish between leadership and management. 
 
The manager carries the authority assigned to him by the organisation.  He 
plans activities, organises appropriate structures, and controls resources.  His 
authority is used to coerce, organise, and lead the activities of others.  This 
means in short that a manager gives orders and ensures that they are carried 
out (Smit and Cronje, 1992: 338-339).  The manager has a formal position in 
the organisation and achieves his results by guiding and controlling the 
activities of his subordinates (Newstrom and Davis, 1993: 222-223). 
 
On the contrary, a leader creates a vision and inspires his followers to stretch 
themselves beyond their normal capabilities in order to achieve the vision.  
Furthermore, anyone can be a leader and use his unofficial influence to 
motivate others (Newstrom and Davis, 1993: 222-223).  This means that the 
leader gets results without the use of coercion.  Due to inherent traits and a 
particular power base, the leader will consult his followers, and motivate them to 
co-operate out of their own free will (Smit and Cronje, 1992: 339).  
 
With the help of Gray and Starke (1984: 223) and the above explanation, the 
following conclusions can be made: 
 
• Being a manager does not mean that the person is a leader.  This does not 
exclude the possibility of manager actually being a leader if he possesses 
the ability to inspire others to pursue organisational goals. 
• Being a leader does not mean that the person is a manager.  If, however, 
the leader holds a formal position within the organisation, the leader can be 
a manager. 
 
 
 
 
 
2.2.3 POWER 
 
A leader possesses power that enables him to influence his followers.  It is 
believed that if a leader did not possess power, he would not be able to 
influence his followers to perform their duties voluntarily in order to attain the 
organisational goals and objectives.  Smit and Cronje (1992: 336) go further to 
define power as the ability to influence the behaviour of others.  Smit and 
Cronje (1992: 336) conclude the definition of power by stating that power is 
earned by the leader.  
 
THE FOLLOWING KINDS OF POWER HAVE BEEN IDENTIFIED 
IN PAST RESEARCH: 
 
• Legitimate power 
This refers to the command that the organisation gives to a certain position 
within its hierarchy.  Therefore, legitimate power means the same as 
authority and this authority is usually associated with a specific rank within 
the organisation.  Authority gives the person the right to perform certain 
actions according to specific guidelines, the right to say who must do what, 
the right to expect people to do their duty, and to punish failure and 
carelessness.  In other words, this means that the authority bearer has the 
right to insist on action by subordinates, and the right to act against 
subordinates for failure in these actions (Smit and Cronje, 1992: 335).  By 
the mere fact that a person possesses legitimate power or authority does not 
make him a good leader.  The leader will be far more effective if he has a 
combination of all the types of power instead of only legitimate power (Smit 
and Cronje, 1992: 336). 
 
• Expert power 
This is a very special power that a person possesses when he has 
knowledge and expertise that is required by others.  The more important this 
expertise and knowledge is, and the fewer the number of people who posses 
it, the greater the power of the persons who possess it will be (Smit and 
Cronje, 1992: 336). 
 
 • Reward power 
This is the ability to give or withhold rewards, such as raises in wages, 
recognition, bonuses, or interesting work assignments.  The greater the 
number of rewards controlled by a person and the greater the importance of 
these rewards to the subordinates, the greater the person’s reward power 
will be (Smit and Cronje, 1992: 336). 
 
• Referent power 
This concept is somewhat abstract.  In this instance, the power refers to a 
person’s personal power, and followers follow the person because they 
simply like him, respect him, or identify with him.  His personal 
characteristics and traits make him interesting and appealing.  He has 
charisma (Smit and Cronje, 1992: 336).   
 
• Coercive power 
Coercive power is defined as the use of physical or psychological fear to 
enforce compliance to certain demands.  Criminal gangsters use this kind of 
power through violence.  Commonly there is no physical violence within the 
organisation, but a person can use psychological pressures such as 
emotional fear of dismissal or social exclusion from a group to enforce 
compliance on subordinates (Smit and Cronje, 1992: 336). 
 
Figure 2.1 illustrates the most likely response that a leader may receive from his 
followers during the use of different types of power. 
 
It is important to note that not only leaders have power, but certain followers 
may also possess power.  It is possible that a leader may depend on one of his 
followers for certain expertise and skill, or to perform a specialised task.  It could 
also happen that a certain follower has a social influence on the other followers.  
Therefore, to be effective, a leader must use his own leadership in such a way 
that he maintains a healthy balance between his own power, and that of his 
followers (Smit and Cronje, 1992: 337). 
 
 
 Figure 2.1 Consequences of using the five types of power 
 
Type of power 
used by Leader 
Most likely response 
from Followers 
Expert 
Referent 
Commitment 
Reward 
Legitimate 
Compliance 
Coercive 
 
Resistance 
 
SOURCE: HELLRIEGEL, JACKSON, & SLOCUM, 1999: 502 
 
 
2.2.4 IMPORTANCE OF LEADERSHIP 
 
Good and effective leadership is important to any organisation.  The 
performance of an organisation is directly related to the quality and 
effectiveness of its leadership.  In other words, this means that an organisation 
will achieve greater heights of productivity and profitability if its management is 
good and effective leaders (Smit and Cronje, 1992: 337-338). 
 
Gray and Starke (1984: 224-225) state that most leadership research tries to 
develop a better awareness of the leadership process.  The aim of this research 
is to try and make leaders, and their leadership, more effective.  The measures 
of leadership effectiveness include the following variables: 
 
• Quantity 
• Quality 
• Employee satisfaction 
• Morale 
• Turnover 
• Absenteeism 
• Sabotage 
 These Variables Can Be Categorised Into Two Broad Categories; Namely 
Those Dealing With Employee Job Performance And Those Dealing With 
Employee Job Satisfaction.  The Extent Of Leadership’s Impact On Either 
Employee Satisfaction Or Performance, Is Largely Dependent On Whether 
Leadership Is Defined In A Broad Or Narrow Sense (Gray And Starke, 1984: 
225). 
 
• NARROW DEFINITION OF LEADERSHIP 
Leadership Is The Interaction Between The Leader And His Followers, With 
The Aim Being The Completion Of A Certain Departmental Objective.  
Upper Management Imposes Certain Constraints On The Department, In 
Which These Goals Must Be Achieved.  Here The Leader Is Tasked With 
Directing And Resolving The Immediate Human And Task-Relations 
Problems.  In This Instance, The Achievement Of Objectives Highly 
Influences Variables Such As Employee Job Satisfaction, Turnover, 
Absenteeism, And Morale, Whereas The Result Of The Achievement Of The 
Objective Normally Impacts Low On Employee Job Performance.  This 
Narrow Definition Of Leadership Is Often Used To Refer To Supervision 
(Gray And Starke, 1984: 225). 
 
• BROAD DEFINITION OF LEADERSHIP 
Leadership Is The Interaction Between The Leader And His Followers, With 
The Aim Being The Achievement Of Overall Organisational Objectives.  In 
This Instance The Leader Is Tasked With Directing And Resolving Overall 
Organisational Objectives, And Is Less Concerned With Task Or Human-
Relations Problems, And Primarily Focuses Organisational Administration.  
Employee Job Performance Is Heavily Influenced, And Employee Morale Is 
Only Indirectly Affected.  The Reason For This Being That A Great Stride In 
Output Is Generally Achieved By Capital Expenditure And Investment, 
Where The Decision Is Made By Senior Management.  This Leap In 
Improved Output Is Generally Not Achieved By Additional Effort From The 
Work Force (Gray And Starke, 1984: 225). 
 
“Traditionally Leadership Has Focussed On The Leader’s Influence On His 
Followers.  The Channel Of Authority Or Influence Was From The Leader To 
His Subordinate (Figure 2.2a).  But More Recently The Focus Has Shifted To 
Include A Two-Way Process Where The Subordinates Have Influence On The 
Leaders, And The Leader Has Influence Over His Subordinates (Figure 2.2b).”  
(Gray And Starke, 1984: 226) 
 
 
Figure 2.2 Two views of influence in organisations 
 
 
SOURCE: GRAY AND STARKE, 1984: 226 
 
 
2.3 LEADERSHIP STYLES AND THEIR IMPLICATIONS 
 
Gray and Starke (1984: 228) define leadership style as follows: “…the 
behaviour that a leader exhibits during supervision of subordinates.”  This 
leadership style consists of two elements: the leader’s assumptions about his 
subordinates, and the leader’s behaviour when interacting with his 
subordinates. 
 
There are positive and negative leadership styles that can be used by leaders 
when they approach their subordinates in order to motivate them.  When the 
Manager 
Subordinate 
Manager 
Subordinate 
(a) (b) 
leader is using positive leadership, he places the emphasis on recognition and 
economic or other rewards.  There are many benefits from using a positive 
leadership style.  Some of these include improved job performance, improved 
subordinate satisfaction, greater demands for independence, and improved 
subordinate training and education.  Contrarily to this, a leader is said to be 
using a negative leadership style if he uses fear or penalties in order to motivate 
his subordinates.  This type of leader acts superior and domineering to other 
people, but benefits from improved job performance.  The downside to this type 
of leadership style is that human relations with the subordinates suffer.  Most 
leaders use a combination of both a negative and positive leadership style in 
their approach to motivating subordinates (Newstrom and Davis, 1993: 226). 
 
“There are probably as many styles of leadership as there are leaders.”  (Gray 
and Starke, 1984: 228)  However, three broad categories can be identified, 
namely autocratic, democratic (participative), and “abdicratic” (free-rein).  Each 
one of these styles has its advantages and disadvantages, and most leaders 
will use a combination of all three styles, but tend to favour one of them 
(Newstrom and Davis, 1993: 226). 
 
 
2.3.1 THE AUTOCRATIC STYLE 
 
Power and decision-making is centralised within autocratic leaders.  
Subordinates are expected to do as they are told and the leaders structure their 
whole work environment.  This type of leadership is classified as being 
negative; it is based on penalties and threats of punishment, and the leader 
assumes full responsibility and takes full authority (Newstrom and Davis, 1993: 
227). 
 
There are advantages and disadvantages to autocratic leadership style.  The 
major advantages of autocratic leadership are that it satisfies the leader’s desire 
for the use of power, it allows the leader to make quick decisions, it provides 
security and structure to subordinates, and allows the organisation to use less 
competent subordinates.  A major disadvantage to this leadership style is that if 
it is accompanied with fear and frustration, the subordinates will dislike it 
(Newstrom and Davis, 1993: 227). 
 
 
2.3.2 THE DEMOCRATIC (PARTICIPATIVE) STYLE 
 
Participative leaders decentralise authority.  Subordinates participate and 
consult directly in decision–making.  The subordinates and the leader act as a 
social unit, where the subordinates are encouraged to participate in decision-
making and make suggestions regarding the conditions that affect their jobs 
(Newstrom and Davis, 1993: 227). 
   
The major advantages are firstly, the subordinate feels more satisfied because 
the leader has confidence in the subordinate’s judgement.  Secondly, by 
participating in the decision-making process, the subordinate satisfies high-level 
needs such as self-actualisation.  Thirdly, this improves the quality of decisions 
made.  When more people think about a problem, the chances are that a better 
solution will be found.  Lastly, due to subordinates being part of the decision-
making process and assisting in establishing the solutions to certain problems, 
there will be less resistance to change and increased support to the 
implementation process (Gray and Starke, 1984: 229-230). 
 
The major disadvantages of this style of leadership are firstly, some 
subordinates do not want to be involved in the decision-making process.  They 
may be dissatisfied with the extra work and just want to be left alone to do their 
duties.  Secondly, if the leader is under time pressure, he may not be able to 
involve his subordinates in the decision-making process.  Thirdly, the leader 
may not possess the skill to facilitate the decision-making process with his 
subordinates.  Finally, if the leaders use participation as a scheme to 
manipulate the subordinates, then few benefits will result from this false 
participative leadership (Gray and Starke, 1984: 231-232). 
 
 
 
 
2.3.3 THE “ABDICRATIC” (FREE-REIN) STYLE 
 
“Free-rein leaders avoid power and responsibility.  Technically, this is not a 
leadership style; it is more the absence of one.”  (Newstrom and Davis, 1993: 
228)  Subordinates are responsible for setting their own goals and objectives, 
and solve their own problems.  The subordinates are left to motivate and train 
themselves.  This type of leadership is only used when the leader is assured 
that he can leave the entire decision-making to his subordinates.  Therefore, 
this type of leadership style is not often used as the dominant style (Newstrom 
and Davis, 1993: 228). 
 
A major advantage of this style of leadership is that it is very effective among 
highly motivated and experienced subordinates within a work situation that 
demands a high level of creativity.  The leader will commonly use this style if he 
has complete faith that his subordinates will perform better if they are given a 
great deal of discretion (Gray and Starke, 1984: 232).  On the other hand, a 
major disadvantage of this leadership style is that it could lead to great 
confusion within the organisation.  The reason for this being the fact that 
different groups may be pursuing different goals, and that these different goals 
may be in conflict with each other and those laid out in the organisation’s overall 
strategy (Newstrom and Davis, 1993: 228). 
 
 
2.3.4 CHARACTERISTICS OF AN EFFECTIVE LEADERSHIP STYLE 
 
The three broad categories of leadership identified above have lead to a more 
commonly used classification on leadership styles.  According to Gordon (1991: 
352-353) a leader can choose from four specific styles of leadership.  These 
are: 
 
• Directive leadership style 
This type of leader tells his subordinates what is expected from them, he 
tells them what they should do, and how they should do it.  A leader is 
demonstrating this type of leadership when he supplies his subordinates with 
a plan of activities and set of procedures to accomplish them. 
 • Supportive leadership style 
This leader is friendly and approachable and shows concern for the well-
being and needs of his subordinates.  This type of leader is said to have an 
“open door policy” and encourages his subordinates to come to him with 
their problems. 
 
• Participative leadership style 
This leader consults his subordinates, asks for suggestions, and takes their 
suggestions into consideration before he makes the decision.  "Any leader 
who makes decisions by group consensus uses this style.”  (Gordon, 1991: 
352-353) 
 
• Achievement-oriented leadership style 
This leader sets goals, expects his subordinates to perform at their highest 
level, and continuously seeks improvement in performance.  The leader is 
confident that his subordinates will assume responsibility and work to 
accomplish these goals.  This leader relies on goal setting to motivate 
subordinates. 
 
Table 2.1 indicates the effective leadership styles associated with different 
conditions within the leader and subordinate environments. 
 
According to Gordon (1991: 352), an effective leadership style involves the 
following six points: 
 
• The leader must identify, recognise, and stimulate the outcomes over which 
the he has control and the subordinates desire.  Examples are promotion 
opportunities or work assignments that the leader controls and the 
subordinates desire. 
 
• Subordinates who produce at a standard level must receive rewards for their 
outputs.  Subordinates who produce above the expected level must get 
greater rewards in pay, status, and praise than those who produce below 
standard levels. 
 • The leader must facilitate the subordinates and show them which goals will 
result in the desired outcomes and results.  If a subordinate desires a 
promotion or a change in job responsibility, the leader must show him how 
he can achieve it. 
 
• The leader must motivate his subordinates.  This can be achieved by 
demonstrating that advancement or good work assignments will be given to 
those who perform well, or by jointly setting goals with the subordinates in 
order to improve their performance. 
 
 
Table 2.1 Effective leadership styles under different conditions 
 
Leadership styles Sample situational 
characteristics Directive Supportive Achievement Participative 
Task 
Structured 
Unstructured 
Clear goals 
Ambiguous goals 
 
No 
Yes 
No 
Yes 
 
Yes 
No 
Yes 
No 
 
Yes 
Yes 
No 
Yes 
 
Yes 
No 
Yes 
No 
Subordinates 
Skilled in task 
Unskilled in task 
High achievement needs 
High social needs 
 
No 
Yes 
No 
No 
 
Yes 
No 
No 
Yes 
 
Yes 
Yes 
Yes 
No 
 
Yes 
No 
No 
Yes 
Formal authority 
Extensive 
Limited 
 
No 
Yes 
 
Yes 
Yes 
 
Yes 
Yes 
 
Yes 
Yes 
Work group 
Strong social network 
Experienced in Collabo-
ration 
 
Yes 
No 
 
 
No 
No 
 
Yes 
No 
 
 
Yes 
Yes 
Organisational culture 
Supports participation 
Achievement-oriented 
 
No 
No 
 
No 
No 
 
No 
Yes 
 
Yes 
no 
 
SOURCE: GORDON, 1991: 354 
  
• The leader must make sure that his subordinates have the equipment, 
training, and knowledge to perform their required tasks. 
 
• Finally, the leader must increase the subordinates’ opportunity for personal 
satisfaction that will result from effective performance.  In other words, a 
subordinate must be given tasks that he finds interesting and challenging 
and to which pay and status rewards are attached. 
 
 
2.4 CLASSIFICATION OF LEADERSHIP MODELS 
 
In the study of leadership, theories tend to focus on a similar objective, that of 
identifying the underlying elements that will result in leader effectiveness.  In 
other words, this means that there are certain characteristics, behaviours, or 
situations that make one type of leadership more effective than another 
(Szilagyi and Wallace, 1990: 386). 
 
Szilagyi and Wallace (1990: 386-408) identify certain major approaches to 
leadership.  These are the trait approach, the behavioural approach, the 
situational (contingency) approach, and the more recent thoughts on leadership.  
The basic foundation of each of these approaches are summarised as follows: 
 
• TRAIT APPROACH (1940S TO 1950S) 
There Exists An Estimable Set Of Individual Traits Or Characteristics That 
Distinguishes Successful From Unsuccessful Leaders. 
 
• BEHAVIOURAL APPROACH (1950S TO 1960S)
 
The Most Important Aspect Of Leadership Is Not The Traits Of A Leader, 
But How The Leader Behaves Or Approaches His Followers. 
 
 
 
• SITUATIONAL (CONTINGENCY) APPROACH (1960S TO 
1980S) 
The Effectiveness Of The Leader Is Determined Not Only By His Traits And 
Behaviour Towards Others, But Also By The Situation Within The 
Leadership Environment.  Situational Factors Can Include The Nature Of 
The Task, The Structure Of The Group, The Type Of Reinforcement, Etc. 
 
• OTHER MORE RECENT THEORIES AND MODELS AND 
FURTHER THOUGHTS NOT YET DOCUMENTED AS 
THEORIES OR MODELS (1980S TO CURRENT) 
More recent research has clearly indicated that the situational approaches to 
leadership are accepted as the more appropriate and effective leadership 
style (Newstrom and Davis, 1993: 236).  This has led to an increasing 
number of theories and approaches being developed that are based on 
situational aspects, for example transformational leadership (Szilagyi and 
Wallace, 1990: 408). 
 
In the following paragraphs the contributions and limitations of each of the 
approaches will be critically evaluated. 
 
 
2.5 CRITICAL DISCUSSION OF LEADERSHIP MODELS 
 
 
2.5.1 TRAIT THEORY 
 
 
(a) Nature of the model 
 
The scientific research in the field of leadership started off by concentrating on 
the leaders themselves.  The objective of this leadership approach was to 
identify the special characteristics or traits that a person possessed that made 
him a leader.  The earliest trait or “great man” theories concluded that a person 
was either born with or without the necessary traits for leadership.  This view 
was later changed as researchers accepted that leadership traits are not all 
completely inborn, but certain traits can be acquired through learning and 
experience (Luthans, 1992: 273-274). 
 
Later research (since 1948) identified a leadership classification system based 
on six categories, namely physical characteristics, social background, 
intelligence, personality, task-related characteristics, and social characteristics 
(Szilagyi and Wallace, 1990: 386-388).  Examples of these studied leadership 
traits are the following: 
 
• Physical characteristics: Age, weight, height, appearance, etc. 
• Social background: Education, mobility, social status, working class 
affinity, etc. 
• Intelligence: Judgement, decisiveness, fluency of speech, etc. 
• Personality: Independence, self-confidence, dominance, aggressiveness, 
etc. 
• Task-related characteristics: Achievement need, initiative, persistence, 
responsibility need, concern for people, concern for results, security need, 
etc. 
• Social characteristics: Supervisory ability, co-operativeness, interpersonal 
skills, integrity, power need, etc. 
 
 
(b) Limitations of the model 
 
The list of leadership traits increases over time and no definite set of traits has 
been identified that can differentiate a successful leader from an unsuccessful 
leader (Szilagyi and Wallace, 1990: 390).  Gray and Starke (1984: 236-238) list 
the following six points of critique against the trait theory: 
  
• People who fail as leaders and successful leaders often possess some of 
the same traits. 
• There is a basic lack of definition and varied meaning of the words that 
describe the traits.  This makes further research into the importance of traits 
very difficult. 
• It is often very difficult to measure traits. 
• Even if a trait can be defined and measured, the question on how high a 
person must score to be effective still remains unanswered. 
• The assumption that leaders must have certain traits to occupy certain 
positions of leadership may be invalid. 
• The trait approach in essence assumes that the characteristics of a leader 
make him successful and that the leadership environment is not important.  
This is debatable, as numerous environmental characteristics could have an 
impact on the effectiveness of leadership. 
 
In Conclusion, Newstrom And Davis (1993: 223) State: “The Importance Of 
These Leadership Traits Do Not Necessarily Guarantee Successful Leadership.  
They Are Best Viewed As Personal Competencies Or Resources, Which May 
Or May Not Be Developed And Used.” 
 
 
(c) Benefits of the model 
 
The results of the trait investigations assist the researchers in identifying certain 
key characteristics about leaders (Szilagyi and Wallace, 1990: 390).  This is 
particularly true in terms of social characteristics (Hellriegel and Slocum, 1989: 
472-473).  Examples of these social traits are empathy with group members 
and subordinates, above average intelligence, ability to verbalise feelings and 
concepts, tact, and flexibility in formulating new ideas and concepts.  None of 
these traits are a necessity, but they do assist the leader to perform his 
leadership functions more effectively (Hellriegel and Slocum, 1989: 472-473). 
 
One personal trait, namely motivation, however, is essential to any leader.  
Hellriegel and Slocum (1989: 473) state that the stronger a leader’s motivation 
to be a leader, the greater the chance that he will be effective as a leader 
(Hellriegel and Slocum, 1989: 472-473). 
 
 
 
 
2.5.2 BEHAVIOURAL THEORIES 
 
When the trait approach failed to deliver a list of traits that would differentiate 
leaders from followers, researchers turned their attention to the fact that 
effective leaders differ from ineffective leaders in their approaches to or styles of 
leadership (Baron and Greenberg, 1990: 377).  The aims of the researchers 
were to establish what effective leaders do, and not what a successful leader is 
(Smit and Cronje, 1992: 341). 
 
The University of Michigan studies were conducted during the same period as 
the Ohio State studies and resulted in very similar conclusions (Gray and 
Starke, 1984: 241).  For the purpose of this investigation, only the findings from 
the Ohio State studies will be explained in detail. 
 
2.5.2.1 OHIO STATE MODEL 
 
 
(a) Nature of the model 
 
The Ohio State studies set out with three major objectives.  Firstly, identify the 
best leadership style.  Secondly, investigate and identify the determinants of 
leadership behaviour.  Lastly, determine the effects of leadership style on the 
satisfaction and performance of a group (Szilagyi and Wallace, 1990: 392). 
 
Through their studies, the Ohio State researchers identified two leadership 
dimensions: 
 
• Initiating structure 
This is the degree to which a leader organises and defines his tasks, 
delegates, establishes communications networks, and evaluates work-group 
performance.  This leadership dimension focuses on the use of close 
supervision, legitimate and coercive power, and meeting of schedules.  
Initiating structure signifies a task-oriented (production-oriented) leadership 
style (Szilagyi and Wallace, 1990: 392-394).  Production-oriented leaders 
are associated with higher group productivity and lower job satisfaction 
(Robbins, 1993: 370). 
 
• Consideration 
This is the behaviour that involves trust, mutual respect, friendship, support, 
and concern for the welfare of the subordinates.  This dimension of 
leadership focuses on people.  Consideration signifies an employee-oriented 
leadership style (Szilagyi and Wallace, 1990: 392-394).  Employee-oriented 
leaders are associated with lower group productivity and higher job 
satisfaction (Robbins, 1993: 370). 
 
Consideration And Initiating Structure Were Assumed To Be Independent.  A 
Leader’s Score On One Dimension Had No Impact On His Score On The Other 
Dimension.  The Researchers Found That Leaders With A High Score In The 
Initiating Structure Dimension Generally Lead High-Producing Groups, But 
These Subordinates Had Lower Morale And Higher Turnover And Grievance 
Rates.  On The Other Hand, Leaders With High Scores In The Consideration 
Dimension, Lead Groups With Lower Productivity, But With Superior Morale 
And Low Turnover And Grievance Rates (Gray And Starke, 1984: 239).  From 
This It Can Be Established That Each Of The Leader Behaviours Have Both 
Positive And Negative Elements Associated With Them. 
 
 
(b) Limitations of the model 
 
This leadership theory has been the subject of substantial criticism.  Firstly, later 
research in the field of leadership revealed that situational factors had an 
influence on the effectiveness of the leader, and were not considered in this 
model.  A second criticism of this leadership model was that leaders viewed 
their style in one way, and subordinates often viewed it in a completely different 
way.  This makes it difficult to measure leadership effectiveness as perceived 
by either the leader or the subordinates (Szilagyi and Wallace, 1990: 393). 
 
Other factors such as the cohesiveness of the group, nature of the 
subordinate’s personal characteristics, or the task, were not considered.  If 
leaders are working on similar tasks, the behaviour of a leader of a cohesive 
group will be different to that of a leader of a non-cohesive group (Szilagyi and 
Wallace, 1990: 394).  Finally, the Ohio State studies do not show the effect that 
environmental variables have on leadership style (Gray and Starke, 1984: 242). 
 
 
(c) Benefits of the model 
 
On the positive side, the leader behaviour approach is appealing because it is 
easy to understand and appears to be quite reasonable.  It is also easier to 
identify with specific leadership behaviours, than with personality traits (Gray 
and Starke, 1984: 241).  The Ohio State studies contributed immeasurably to 
the knowledge base of leadership and this study served as the foundation on 
which other behavioural theories were built (Szilagyi and Wallace, 1990: 393).  
This leadership theory came close to identifying an effective leader.  The 
effective leader would score high on both consideration and initiating structure, 
and would achieve high performance and maintain high morale amongst his 
subordinates (Gray and Starke, 1984: 239). 
 
 
2.5.2.2 BLAKE AND MOUTON’S MANAGERIAL GRID 
 
 
(a) Nature of the model 
 
Robert R. Blake and Jane S. Mouton developed the managerial grid.  It is 
known as a popular management tool used to identify respective leader’s 
leadership styles (Newstrom and Davis, 1993: 228).  The managerial grid 
graphically portrays a two-dimensional view of leadership.  These dimensions 
are ”concern for people” and “concern for production”.  These two dimension 
are similar to the dimensions identified by the Ohio State studies, initiating 
structure (production-oriented) and consideration (employee-oriented) (Robbins, 
1993: 370). 
 
The managerial grid has nine possible positions along each axis.  This results in 
eighty-one different positions in which the leader’s style can fall.  The grid 
shows the dominating factors in the leader’s thinking with regard to getting 
results.  The grid does not show results produced (Robbins, 1993: 370).  “A 
leader’s placement on the grid results from a series of measurements and 
evaluations of the way he thinks and feels about the leadership role.”  
(Hampton, 1986: 475) 
 
From Figure 2.3, Five Possible Leadership Styles Can Be Established.  They 
Are Defined As Follows (Newstrom And Davis, 1993: 229): 
 
• 1,1 Leader 
The leader makes use of the minimum effort to get the work done and places 
minimum significance on the dimensions of the grid.  This leader will most 
probably fail like most free-rein leaders.  
 
 
Figure 2.3 The managerial grid. 
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• 9,1 Leader 
This leader is mainly concerned with production (the task).  He does not 
seem to be interested in the needs of his subordinates.  This leader 
maintains operational efficiency and productivity by rearranging the work 
conditions to focus on production, and does not to allow human elements to 
interfere with the attainment of these production goals and objectives.  A 9,1 
leader is often referred to as an autocratic boss (Newstrom and Davis, 1993: 
229). 
 
• 1,9 Leader 
This leader places most of his concern in the needs of his subordinates as a 
means of satisfying relationships and creating a friendly and comfortable 
organisation atmosphere and work tempo.  He has a low concern for the 
task (production).  These leaders are typically known as “country-club 
leaders”. 
 
• 5,5 Leader 
This type of leader balances the necessity to get the work done with that of 
maintaining the morale of his subordinates.  Therefore “concern for 
production” (task) and “concern for people” are in balance.  This type of 
leadership is more desirable, but not the ultimate.  The leader only maintains 
this balance at satisfactory levels.  
 
• 9,9 Leader 
This type of leadership results in high work accomplishment from committed 
people.  Production (task) goals and objectives are attained with high levels 
of efficiency and productivity by committed subordinates, with high levels of 
morale, who trust and respect their leaders.  Blake and Mouton assumed this 
to be the most effective leadership style. 
 
In table 2.2, the five possible leadership styles are summarised according to the 
leader’s emphasis on production (task) and on people (employee). 
 
 
(b) Limitations of the model 
 
This leadership model does not present any new information to support Blake 
and Mouton’s conclusion that the 9,9 leader is the most effective leadership 
style (Robbins, 1993: 371).  Gray and Starke (1984: 243) go further to state that 
it is unlikely that the 9,9 leadership style is appropriate for organisations 
experiencing different growth rates, labour relations, and competition.  Finally, 
Blake and Mouton’s managerial grid does not provide clear guidance on how to 
implement the leadership principles (Hampton, 1986: 476). 
 
 
Table 2.2 Five possible leadership styles 
 
Style label 
Leader emphasis on 
Production 
Leader emphasis on 
People 
1 , 1 Low Low 
9 , 1 High Low 
1 , 9 Low High 
5 , 5 Moderate Moderate 
9 , 9 High High 
 
SOURCE: GRAY AND STARKE, 1984: 243 
 
 
(c) Benefits of the model 
 
The Managerial Grid Offers A Better And Easier Framework For Understanding 
Leadership (Robbins, 1993: 371).  The Managerial Grid Assists Leaders In 
Identifying Their Primary And Back-Up Leadership Styles.  Generally Leaders 
Choose A More Autocratic Leadership Style (9,1-Leadership Style) As Their 
Back-Up Style Because This Style Is More Commonly Used When The Primary 
Leadership Style Does Not Get The Desired Results.  Furthermore, The 
Managerial Grid Has Been Useful In Identifying The Dimensions Of Leadership 
(Newstrom And Davis, 1993: 229-230). 
 
2.5.2.3 MCGREGOR’S THEORY X AND THEORY Y 
 
 
(a) Nature of the model 
 
Douglas McGregor’s “theory x and theory y” has received much exposure in 
textbooks, journal articles, and management programs (Gray and Starke, 1984: 
243).  This model is based on a leader’s assumptions about his subordinates.  
The characteristics of the subordinate, the task, the organisation, and the 
environment are considered in the assumptions (Gordon, 1991: 348). 
 
McGregor identified two sets of assumptions that leaders have of their 
subordinates.  The first was labelled theory x, which included the following 
assumptions (Gray and Starke, 1984: 243): 
 
• Subordinates are lazy and will avoid work unless forced to do it. 
• Subordinates have no desire for responsibility; instead they prefer to be 
directed and controlled. 
• Subordinates have no motivation to achieve organisation objectives. 
• Subordinates are motivated only by physiological and safety needs. 
 
McGregor argued that this theory x was inappropriate and outdated since it was 
based on questionable assumptions about subordinates.  A typical example of 
theory x is the organisational hierarchy, where the leader controls his 
subordinates (Gray and Starke, 1984: 243-244).  A theory x leader is similar to 
an autocratic leader (Gordon, 1991: 348).   
 
McGregor went further to identify a second set of assumptions.  He labelled 
these assumptions theory y, and they included the following (Gray and Starke, 
1984: 243-244): 
 • Subordinates find work as natural as play if organisational conditions are 
appropriate.   
• Subordinates can be motivated by higher-order needs such as ego, 
autonomy, and self-actualisation. 
• Subordinates seek responsibility since it allows them to satisfy higher-order 
needs. 
 
McGregor went further to state that he felt that a theory y leader was more 
effective than a theory x leader.  The reason he stated was because 
subordinates could contribute much more to the organisation if the theory y 
assumptions were used as a basis for the leader’s leadership style (Gray and 
Starke, 1984: 243-244).  A theory y leader often adopts a consultative or 
paternal leadership style (Gordon, 1991: 348).  
 
McGregor believed that the leadership style of a leader determined the 
behaviour of the subordinate.  According to Gray and Starke (1984: 244-245): 
“This meant that if a leader treated his followers as though they are lazy and 
lacked responsibility, they would respond and act accordingly.  But, if the 
subordinates were treated as though they were mature, responsible individuals, 
then they would react accordingly.” 
 
 
(b) Limitations of the model 
 
A major point of critique of McGregor’s theory, namely, that a subordinate’s 
behaviour is directly related to the leader’s assumptions of the subordinate, is 
flawed.  Many leaders could argue that certain subordinates are lazy because of 
certain inherent characteristics in the subordinate, not because of what the 
leaders assumptions are of the subordinate (Gray and Starke, 1984: 245). 
 
 
(c) Benefits of the model 
 
This leadership theory illustrates the way that a leader’s assumptions about his 
subordinates influence action tendencies.  This coupled with internal and 
external factors prescribe effective leadership behaviour (Gordon, 1991: 348). 
 
2.5.2.4 LIKERT’S SYSTEM FOUR MANAGEMENT 
 
(a) Nature of the model 
 
Rensis Likert proposed that if leaders behave in a participative manner and 
involve their followers in decision-making, the effectiveness of the organisation 
and the satisfaction of the subordinates would increase.  This means that Likert 
prefers a people-oriented leadership style.  In his leadership model, Likert 
identifies four basic leadership styles, and refers to these styles as “systems”.  
These leadership styles (systems) range from autocratic to democratic (Gray 
and Starke, 1984: 245-246), and are detailed as follows: 
 
• System 1 
The leader has no confidence in his subordinates.  He does not involve them 
in the decision-making process, and the subordinates work under constant 
threat of punishment.  The authority lies with the leaders and is centralised at 
the top of the organisation (Gray and Starke, 1984: 246).  Subordinates do 
not feel free to discuss their job with their leaders and they do not share their 
ideas on how to solve problems with their leaders (Luthans, 1992: 306). 
 
• System 2 
The leader has limited confidence in his subordinates.  The leaders are still 
responsible for decision-making, which is centralised at the top of the 
organisation.  The relationship between leader and subordinate is similar to 
that of a master and servant, and few rewards are used to motivate the 
subordinates (Gray and Starke, 1984: 246).  Subordinates still do not feel 
free to discuss their job with their leaders, but they sometimes give their 
opinions on ways to solve problems to their leaders (Luthans, 1992: 306). 
 
• System 3 
The leader has substantial, but not complete confidence in his subordinates.  
The leader allows his subordinates to make decisions on a lower 
organisational level, but the leader is still responsible for policy decisions that 
are made at the top level of the organisation (Gray and Starke, 1984: 246).  
The subordinates are almost completely free to discuss their jobs with their 
leaders, and the leaders often get ideas from the subordinates on ways to 
solve problems.  The leaders usually try to use the suggestions gained from 
their subordinates (Luthans, 1992: 306). 
 
• System 4 
The leader has complete confidence in his subordinates.  Decision-making is 
decentralised throughout the organisation.  This means that subordinates at 
the low level of the organisation share in responsibility and decision-making 
(Gray and Starke, 1984: 246).  Subordinates are completely free to discuss 
their job with their leaders.  The leader always goes to his subordinates for 
their opinion on how to solve job problems, and the leader always makes 
use of these suggestions (Luthans, 1992: 306). 
 
Likert States That System 4 Is The Ideal And Most Effective Leadership Style.  
He Goes Further To State That Leaders Will Experience Lower Grievance 
Rates, Reduced Turnover Of Staff, Lower Absentee Levels And Improved 
Employee Satisfaction, If They Adopt The System 4 Leadership Style.  He 
Concludes That The System 4 Leadership Is Superior To The Other Three 
Systems In Terms Of Effectiveness And Employee Satisfaction (Gray And 
Starke, 1984: 246). 
 
Later In His Research Into Leadership, Likert Refined His Leadership Theory By 
Identifying Three Variables That Effect The Relationship Between Leadership 
And Performance (Gray And Starke, 1984: 246-247).  These Variables Are 
Defined As Follows (See Table 2.3) (Luthans, 1992: 307): 
 
• CASUAL VARIABLES 
These Are The Independent Variables That Determine The Course Of 
Developments And Results Of An Organisation And Are Generally Known 
As Systems 1 To 4 (As Discussed Previously).  They Include The Variables 
That Are Under The Control Of The Leader; E.G., Organisation Structure, 
Management Policies, Skills, Behaviour, And Decisions Regarding 
Leadership Style. 
 
• INTERVENING VARIABLES 
These Variables Reflect The Internal Climate Of The Organisation And They 
Affect Interpersonal Relations, Communication, And Decision-Making In The 
Organisation.  Performance Goals, Loyalties, Attitudes, Perceptions, And 
Motivations Are Some Examples Of Intervening Variables. 
 
• END-RESULT VARIABLES 
These Are The Conditional Variables, The Outcomes Of The Organisation.  
Productivity, Absenteeism Levels, Service, Costs, Quality, And Earnings Are 
All Examples Of End-Result Variables. 
 
Likert Explains The Interaction Between These Variables As Follows (Gray And 
Starke, 1984: 247-248): “The Presence Of Casual Variables Yields Intervening 
Variables Which In Turn, Lead To End-Result Variables.”  There Is No Direct 
Cause–And-Effect Relationship Between The Casual Variables (E.G., 
Leadership Style) And The End-Result Variables (E.G., Earnings).  Likert States 
That The Intervening Variables Are Important And Must Be Taken Into 
Consideration (Luthans, 1992: 307). 
 
 
(b) Limitations of the model 
 
There are a few points of critique against Likert’s theory on leadership.  Firstly, 
only Likert and his associates generated all the empirical data and support for 
his leadership theory.  Other independent researchers did not validate his 
research.  Secondly, Likert’s view that system 4 leadership is superior to the 
other three leadership systems has been criticised by other researches in this 
field, as his theory does not include situational factors.  Research in leadership 
indicates that situational factors are of a major impact on leadership 
effectiveness.  Under certain situations, a system 1 leadership approach is 
appropriate, i.e., in an emergency or life-and-death situation, the leader may 
become autocratic because there is no time to behave in a consultative and 
democratic manner with his subordinates (Gray and Starke, 1984: 248). 
 
Table 2.3 The effect of alternative management systems on 
organisational and employee variables 
 
CASUAL 
VARIABLES 
INTERVENING 
VARIABLES 
END-RESULT 
VARIABLES 
SYSTEM 3 – GROUP 
DECISION MAKING IN 
MULTIPLE, OVERLAPPING 
GROUP STRUCTURE 
 
OR 
 
SYSTEM 4 – PRINCIPLE OF 
SUPPORTIVE 
RELATIONSHIPS 
• FAVOURABLE 
ATTITUDES TOWARDS 
SUPERIORS 
• HIGH CONFIDENCE 
AND TRUST 
• HIGH RECIPROCAL 
INFLUENCE 
• EXCELLENT 
COMMUNICATION: UP, 
DOWN, LATERAL 
• HIGH PEER-GROUP 
LOYALTY 
• HIGH PEER 
PERFORMANCE 
GOALS AT ALL LEVELS 
(PRODUCTIVITY, 
SCRAP, ETC.) 
• LOW ABSENCE AND 
TURNOVER 
• HIGH PRODUCTIVITY 
• LOW SCRAP 
• LOW COSTS 
• HIGH EARNINGS 
SYSTEM 1 – HIGH 
PRESSURE VIA TIGHT 
WORK STANDARDS, 
PERSONNEL LIMITATIONS, 
TIGHT BUDGETS 
 
OR 
 
SYSTEM 2 – HIGH 
PERFORMANCE GOALS 
• COMPLIANCE BASED 
ON FEAR 
• UNFAVOURABLE 
ATTITUDES, LITTLE 
CONFIDENCE, AND 
TRUST 
• POOR 
COMMUNICATION 
• LOW LEVELS OF 
INFLUENCE 
• LOW LEVELS OF CO-
OPERATIVE 
MOTIVATION 
• LOW PEER 
PERFORMANCE 
GOALS 
• RESTRICTION OF 
OUTPUT 
• HIGH PRODUCTIVITY 
OVER SHORT RUN 
• LOW PRODUCTIVITY 
AND EARNINGS OVER 
LONG RUN 
• HIGH ABSENCE AND 
TURNOVER 
 
SOURCE: GRAY AND STARKE, 1984: 247 
 
 
(c) Benefits of the model 
 
Likert’s system four management identified that system 4 leadership behaviour 
was superior for leadership effectiveness (Rue and Byars, 1989: 400).  Groups 
that were led by the system 4 approach were more effective in setting group 
goals and achieving them.  These groups were more productive than groups led 
by any of the other approaches identified.  Superior performance and 
maintaining supportive relationships with subordinates are the net results 
obtained from participation in management as defined by the system 4 
approach in leadership (Koontz, O’Donnell, and Weihrich, 1984: 511). 
 
 
 
 
 
2.5.2.5 SUMMARY OF BEHAVIOURAL THEORIES 
 
In this section popular behavioural leadership theories have been explained and 
evaluated.  These leadership theories have tried to clarify and define leadership 
in terms of the behaviour that the leader exhibits towards his subordinates.  In 
all these theories, situational factors were not considered (Robbins, 1993: 371-
372).  An evaluation of the behavioural theories revealed that there is a 
measure of similarity between autocratic leaders, theory x assumptions, 
initiating structure, and production-oriented behaviour, and between democratic 
leaders, theory y, consideration, and employee-oriented behaviour (Gray and 
Starke, 1984: 244). 
 
In summary, a study of behavioural theories indicates the following (Szilagyi 
and Wallace, 1990: 395): 
 
• Leadership style is a multidimensional concept 
Whether it is two dimensions (i.e., task and employee orientation) or more 
(Likert’s system four management), a wide range of behaviours can be 
selected by the leader if he varies his leadership style along the dimensions. 
 
• Leadership is, in part, a learned skill 
Research has shown that leaders learn from experience what style of 
leadership work for different situations. 
 
• Leadership style is flexible 
Leadership style is a function of the situation.  The stronger the leader’s 
power base (i.e., legitimate -, reward -, and coercive power), the greater his 
ability to use a task-oriented leadership style.  Also, the weaker his power 
base, the more the leader will depend on a more employee-oriented 
leadership style (see figure 2.4). 
 
 
 
 
 
Figure 2.4 Power base and leadership styles 
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SOURCE: SZILAGYI AND WALLACE, 1990: 396 
 
 
Research findings have shown that defining an effective style of leadership only 
in terms of behavioural factors is inappropriate.  For a leader to be truly 
effective, situational factors must be taken into consideration (Szilagyi and 
Wallace, 1990: 395). 
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2.5.3 CONTINGENCY OR SITUATIONAL THEORIES 
 
“Contingency or situational models maintain that no single way of behaving 
works in all situations.”  (Gordon, 1991: 347)  Researchers in the field of 
leadership realised that predicting leadership effectiveness was far more 
complex than identifying a few traits or behaviours (Robbins, 1993: 372).   
 
 
2.5.3.1 FIEDLER’S LEADERSHIP CONTINGENCY MODEL 
 
 
(a) Nature of the model 
 
Fred Fiedler developed and tested the first leadership theory.  He called it a 
contingency model.  Fiedler was of the opinion that a leader’s leadership style 
was difficult to change.  Assuming this to be true, he proposed that a leader be 
placed in a position that fitted his leadership style, or “engineer the job to fit the 
leader.”  Fiedler stated that for a leadership style to be effective, due 
consideration has to be given to the nature of the situation (Gordon, 1991: 350). 
 
Fiedler developed a questionnaire to determine whether a leader is task-
oriented or relationship-oriented.  He called this questionnaire the least 
preferred co-worker (LPC) (see figure 2.5) (Robbins, 1993: 373).  Fiedler also 
identified three features of any situation.  This situational classification is 
categorised by leader-member relations, task structure, and position power 
(Gordon, 1993: 373).  
 
Fiedler goes further than the trait and behavioural approaches to leadership.  In 
his theory he attempts to identify situations by relating the score on the 
personality measure (LPC) to his situational classification, and then predicting 
leadership effectiveness as a function of the two (Robbins, 1993: 373).  A detail 
discussion of this process follows: 
 
 
 
Figure 2.5 Least preferred co-worker score sheet 
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Friendly         Unfriendly 
Co-operative         Unco-operative 
Supportive         Hostile 
Open         Guarded 
 
 
SOURCE: GRAY AND STARKE, 1984: 269 
 
 
• Identifying leadership style 
The leader’s leadership style is identified making use of the least preferred 
co-worker (LPC) questionnaire.  The leader is asked to think of the 
subordinate he was least able to work with.  The leader is asked to describe 
this subordinate based on a series of scales (between sixteen and twenty of 
them), the leader’s response is totalled and then averaged.  If a leader 
scores low on the LPC questionnaire he has a task-orientation, while if the 
leader scores high on the LPC questionnaire, it suggests that the leader has 
an employee-orientation.  Fiedler argued that if a leader views his least 
preferred subordinate in a positive manner it means that the leader derives 
satisfaction from interpersonal relations.  Similarly, if a leader views his least 
preferred subordinate in a negative manner it means that the leader derives 
satisfaction out of efficiency and productivity (Gray and Starke, 1984: 269).   
 
Fiedler assumes that a leader’s leadership style is fixed.  This means that if 
the leader is employee-oriented and the situation requires a task-oriented 
leadership style, the situation must be changed, or the leader replaced with a 
leader who is task-oriented.  Fiedler states that leadership style is hereditary 
to a leader; a leader is born with his leadership style and he cannot change 
his style to fit changing situations (Robbins, 1993: 374). 
 
 
• Defining the situation 
After assessing the leader’s leadership style, it is necessary to match the 
leader with the situation.  Fiedler identified three situational dimensions 
(variables) that determine leadership effectiveness, and they are defined as 
follows (Robbins, 1993: 374): 
 
  Leader-member relations: The degree of confidence, trust, and 
respect subordinates have in their leader 
  Task structure: The degree to which job assignments are structured 
or unstructured 
  Position power: The degree of influence a leader has over power 
variables such as, hiring, firing, discipline, promotions, and salary 
increases 
 
It Is Important To Evaluate The Situation According To The Three Situational 
Dimensions Identified Above.  Robbins (1993: 374) Stated The Following On 
The Three Situational Dimensions: “Leader-Member Relations Are Either 
Good Or Poor, Task Structure Is Either High Or Low, And Position Power Is 
Either Weak Or Strong.”  This Results In Eight Possible Combinations Of 
The Three Situational Dimensions.  From The Various Combinations Of The 
Three Situational Variables It Can Be Ascertained How Favourable Or 
Unfavourable The Situation Is For The Leader, Or The Amount Of Control 
And Influence The Leader Has.  By Moving From Octants 1 Through 8 On 
The Least Preferred Co-Worker System, The Leader’s Control And Influence 
Is Diminished, And The Situation Becomes Unfavourable For The Leader 
(See Table 2,4) (Gray And Starke, 1984: 270). 
 
• MATCHING LEADERS AND SITUATIONS 
To Achieve Maximum Leadership Effectiveness, Fiedler Proposes That The 
Leader Characteristics And The Situational Characteristics Must Be 
Matched, And Their Impact Can Be Assessed Through Observations Of 
Leaders In Situations.  Finally, Fiedler Has Concluded That In Situations 
That Are Extremely Favourable Or Extremely Unfavourable, A Task-
Oriented Leadership Style Is Most Effective, And Situations That Are 
Moderately Favourable, An Employee-Oriented Leadership Style Is Most 
Effective (See Table 2.4) (Gray And Starke, 1984: 270-271). 
 
 
Table 2.4 Fiedler’s contingency model 
 
Category I II III IV V VI VII VIII 
Leader/member 
relations 
Good Good Good Good Bad Bad Bad Bad 
Task structure High High Low Low High High Low Low 
Position power Strong Weak Strong Weak Strong Weak Strong Weak 
Situational 
favourableness 
Favourable Moderately favourable Unfavourable 
Situational 
certainty 
Very certain situation 
Moderately certain 
situation 
Very uncertain 
situation 
Recommended 
leadership style 
Task-oriented Employee-oriented Task-oriented 
 
SOURCE: SZILAGYI AND WALLACE, 1990: 401 
 
 
(b) Limitations of the model 
 
There has been criticism of a number of important features of the model: 
 
• The meaning of some of the variables in the model is not clear and the 
terms “structured” and “unstructured” are relative and difficult to classify 
(Gray and Starke, 1984: 272-273). 
 
• It is not exactly clear if LPC measures personality or motivational structure, 
or how it ties in with the leader’s leadership style (Szilagyi and Wallace, 
1990: 402). 
 
• Fiedler focussed purely on performance and did not use employee 
satisfaction as a criterion of leader effectiveness (Gray and Starke, 1984: 
272-273). 
 
• Fiedler stated that leadership style is two-dimensional.  Research and 
experience has shown that leadership is multidimensional, and include 
variations in task and employee-oriented styles (Szilagyi and Wallace, 1990: 
402). 
 
• Finally, Fiedler stated that the leader’s leadership style is hereditary, and 
that the leader is born with his leadership style.  He cannot change his style 
to fit changing situations (Robbins, 1993: 374). 
 
 
(c) Benefits of the model 
 
Despite the criticisms, Fiedler’s model has made a major contribution to the 
study of leadership in the organisation.  Fiedler’s contingency model has been 
widely accepted as an insightful model of leadership effectiveness and serves 
the following useful purposes (Gray and Starke, 1984: 273): 
 
• It gives evidence that situational factors are part of effective leadership. 
• It counterbalances the human relations’ studies that dominated the 
behavioural theories. 
 
Fiedler’s leadership theory will remain an important source of ideas for 
situational leadership.  Fiedler concludes that leadership is not good or bad.  
Rather, a leader’s leadership style may be effective in one situation, but be 
ineffective in another (Szilagyi and Wallace, 1990: 402). 
 
 
 
 
 
 
2.5.3.2 HERSEY AND BLANCHARD’S SITUATIONAL LEADERSHIP 
THEORY 
 
 
(a) Nature of the model 
 
Robbins (1993: 376) states: “One of the most widely used leadership models is 
Paul Hersey and Ken Blanchard’s life cycle or situational leadership approach.”  
It is an extension of the managerial grid and Ohio State studies and their 
approach identifies two major behavioural styles (Luthans, 1992: 304): 
 
• Relationship style 
The leader has a close, personal relationship with his subordinates.  There is 
open communication and psychological and emotional support. 
 
• Task style 
The leader organises and defines the roles for the subordinates.  He 
explains the task to the subordinate and tells them how, when, and where 
the task is to be done. 
 
The situational leadership model indicates the two sets of behaviours as 
opposite axes.  The model (figure 2.6) is simplified by using four quadrants to 
define four leadership styles, and they are (Gray and Starke, 1984: 262): 
 
• Telling leadership style (S1) 
This is a high task and low relationship leadership style, and is effective 
when the subordinates are at a very low level of maturity. 
 
• Selling leadership style (S2) 
This is a high task and high relationship leadership style, and is effective 
when subordinates are at a moderate to low level of maturity. 
 
• Participating leadership style (S3) 
This is a low task and high relationship leadership style, and is effective 
when subordinates are at a moderate to high level of maturity. 
 • Delegating leadership style (S4) 
This is a low task and low relationship leadership style, and is effective when 
subordinates are at a very high level of maturity. 
 
 
Figure 2.6 The situational leadership model 
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Hersey and Blanchard refined the model by incorporating the maturity levels of 
their subordinates into their model.  It is the use of these subordinate maturity 
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levels that determine the effectiveness of the leadership style (Gray and Starke, 
1984: 262).  The level of maturity of the subordinates is defined by the following 
criteria (Luthans, 1992: 304): 
 
• Degree of achievement motivation 
• Willingness to take on responsibility 
• Amount of education and experience 
 
The four levels of maturity of a subordinate are identified and described as 
follows (see table 2.5) (Robbins, 1993: 377): 
 
• M (1) 
Subordinates are both unable and unwilling to take responsibility, and they 
are neither competent nor confident. 
 
• M (2) 
Subordinates are unable, but willing to do the necessary job tasks, and they 
are motivated, but lack the appropriate skills. 
 
• M (3) 
Subordinates are able, but unwilling to do what the leader wants because 
they lack motivation. 
 
• M (4) 
Subordinates are both able and willing to do what is required of them. 
 
Leadership is at its most effective when the leader’s leadership style is matched 
with the subordinate’s maturity level.  In other words, the S1 leadership style is 
most effective when leading subordinates with low maturity level.  The S2 and 
S3 leadership styles are most effective when leading subordinates with 
moderate maturity levels.  Finally, the S4 leadership style is most effective when 
leading subordinates with high maturity levels (Gray and Starke, 1984: 263). 
 
 
Table 2.5 Recommended leadership styles to fit various maturity levels 
 
Maturity level (developmental stage) Recommended leadership style 
1. Low ability, low willingness (M1) • Telling leadership style (directive, low 
support) (S1) 
2. Low ability, high willingness (M2) • Selling leadership style (directive, 
supportive) (S2) 
3. High ability, low willingness (M3) • Participating leadership style 
(Supportive, low direction) (S3) 
4. High ability, high willingness (M4) • Delegating leadership style (low 
direction, low support) (S4) 
 
SOURCE: NEWSTROM AND DAVIS, 1993: 232 
 
 
(b) Limitations of the model 
 
The Hersey-Blanchard situational leadership model has the following 
weaknesses: 
 
• The simplistic division of leadership styles into telling, selling, participating, 
and delegating (Hampton, 1986: 472). 
• The question of whether leaders can really behave as flexible as the model 
suggests (Hampton, 1986: 472). 
• This tool has limited utility in identifying leadership effectiveness (Luthans, 
1992: 305). 
• Researchers have questioned the validity, theoretical clarity, robustness, 
and use of the model, and the instruments used to measure leadership style 
and subordinate maturity (Gordon, 1991: 361). 
 
 
(c) Benefits of the model 
 
The following are the major contributions that were made by the Hersey-
Blanchard situational leadership model: 
 
• This theory makes use of a dynamic view of maturity.  Both ability and 
motivation of subordinates form part of the maturity concept (Hampton, 
1986: 472). 
• It is appropriate for the leader to change his behaviour (leadership style) to 
adapt to changes in subordinate maturity.  This theory draws attention to 
and gives guidance for shifts in leader behaviour (Hampton, 1986: 472). 
• This model can be used as a training tool as it can point out the need for 
flexibility by taking into consideration all the different variables affecting 
leaders (Luthans, 1992: 305). 
• The leader can use the situational model to understand leadership 
inadequacies, and apply it to identify the appropriate leadership style for 
dealing with a variety of subordinates and situations (Gordon, 1991: 361). 
 
 
2.5.3.3 PATH-GOAL THEORY 
 
 
(a) Nature of the model 
 
Robert House formulated the path-goal theory (Gray and Starke, 1984: 274) 
that states that a subordinate will react positively to a leader to the degree that 
they see the leader helping them progress towards their goals by simplifying the 
paths to these goals.  If the leader clears up the nature of tasks and reduces 
obstacles, the subordinate’s perception that hard work will lead to good 
performance, recognition, and reward, will be increased.  This will enhance 
motivation, job satisfaction, and actual performance (Baron and Greenberg, 
1990: 394). 
 
The path-goal theory consists of two dimensions that represent the leader’s 
behaviour, i.e., initiating structure and consideration.  These two dimensions are 
divided into four styles of leader behaviour that are included in the framework 
of the path-goal theory (Szilagyi and Wallace, 1990: 404): 
 
• Directive behaviour 
The leader plans, organises, controls, and co-ordinates the activities of the 
subordinate.  The leader’s emphasis is on letting the subordinate know what 
is expected of him. 
 
• Supportive (instrumental) behaviour 
This is characterised by giving consideration to the needs of subordinates, 
displaying concern for their well-being, and creating a pleasant work 
environment. 
 
• Participative behaviour 
This is characterised by the sharing of information.  The leader consults with 
subordinates and uses of their ideas in reaching group-related decisions. 
 
• Achievement-oriented behaviour 
This is characterised by the setting of challenging goals.  The leader expects 
his subordinates to perform at the highest level, and he continually seeks 
improvement in performance.  The leader wants good performance, and 
displays confidence in the ability of his subordinates to do a good job. 
 
The Best Way A Leader Can Influence Rewards And Expectations Depends On 
The Characteristics Of The Environment And The Characteristics Of The 
Subordinates.  Three Subordinate Characteristics Are Identified, And They Are 
(See Figure 2.7) (Szilagyi And Wallace, 1990: 404-405): 
 
• Ability 
The subordinate’s perception of his own ability is a very important 
characteristic.  The greater the subordinate perceives his ability to perform 
the task effectively, the less he will accept directive behaviour. 
 
• Locus of control 
This is the degree to which the subordinate believes that he has control over 
what happens to him.  If a subordinate believes he has control over what 
happens to him, it is referred to as internal locus of control and he will be 
satisfied with a participative leadership style.  If a subordinate believes he 
has no control over what happens to him, and fate determines what happens 
to him, it is called an external locus of control, and he will be satisfied with a 
directive leadership style. 
 
• Needs and motives 
A subordinate’s needs may affect the impact of the leader’s behaviour.  
Subordinates with high safety and security needs require a directive 
leadership style.  Subordinates with high affiliation and esteem needs require 
a supportive (instrumental) leadership style.  Subordinates with high needs 
for autonomy and responsibility require a participative leadership style. 
 
Three broad factors that characterise the work environment are defined as 
follows (see figure 2.7) (Szilagyi and Wallace, 1990: 405-407): 
 
• Subordinates’ tasks 
This is one of the most important work environment factors.  The focus has 
been whether the task is highly structured or highly unstructured.  For 
unstructured tasks, a directive leadership style is accepted.  For structured, 
routine tasks, a supportive (instrumental) leadership style is accepted.  
Achievement-oriented or participative leadership style is likely to increase 
the subordinate’s satisfaction on a task. 
 
• Work group 
The characteristics of a work group will influence the acceptance of a 
particular leadership style by the subordinates or group members.  The 
situation in which the group finds itself may require the leader to exhibit a 
dominant leadership style, but also use components of other leadership 
styles to assist effective leadership in the situation. 
 
• Organisational factors 
This is the degree to which organisational variables such as rules, 
procedures, high pressure, stressful situations, situations of high uncertainty, 
and policies govern the subordinate’s work.  Stressful tasks require a 
supportive (instrumental) leadership style for task accomplishment.  Tasks 
with uncertainties require a participative leadership style with group 
discussion for possible solutions. 
 
 Figure 2.7 Key variables in the path-goal model 
 
 
SOURCE: ROBBINS, 1993: 380 
 
 
From the above definition and explanation the following hypothesis regarding 
the path-goal theory can be made (see also figure 2.8) (Robbins, 1993: 381): 
 
• Directive leadership leads to greater satisfaction when tasks are ambiguous 
or stressful. 
 
• Supportive leadership results in high employee satisfaction when 
subordinates are performing structured tasks. 
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• Subordinates with perceived ability and experience will view directive 
leadership as unnecessary. 
 
• Supportive behaviour should go hand in hand with clear and bureaucratic 
authority relationships. 
 
• Directive leadership will lead to higher employee satisfaction if there is 
conflict in the group. 
 
• Employees who believe they control their own destiny are satisfied with a 
participative leadership style. 
 
• Employees who believe their destiny is controlled by external factors are 
satisfied with a directive style of leadership. 
 
 
(b) Limitations of the model 
 
Studies testing the path-goal model yielded conflicting results.  The results 
support the model’s predictions for employee job satisfaction, but not for 
employee performance (Gray and Starke, 1984: 276).   
 
The two dimensions of leadership, initiating structure and consideration, do not 
have a consistent effect on subordinates.  The relationship between initiating 
structure and subordinate satisfaction is not clear, and in some circumstances 
initiating structure is positively related to subordinate satisfaction, and in other 
circumstances it is not (Gray and Starke, 1984: 274). 
 
 
 
 
 
 
 
 
Figure 2.8 Path-goal leader situations 
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SOURCE: SZILAGYI AND WALLACE, 1990: 406 
 
 
(c) Benefits of the model 
 
The path-goal model deals with specific leader behaviours and their impact on 
subordinate satisfaction and performance.  This model is an improvement over 
the previously discussed models and attempts to overcome some of the 
limitations of the other contingency models.  The path-goal model is an 
improvement over other situational models, and differs from them in that it 
allows for different subordinate characteristics (Gray and Starke, 1984: 276). 
 
Overall, research evidence suggests that the theory gives helpful insights to 
subordinate satisfaction (Gray and Starke, 1984: 276).  If the leader 
compensates his leadership style for things lacking in the environmental 
contingency factors or the subordinate contingency factors, employee 
satisfaction and performance will be positively influenced (Robbins, 1993: 381).  
This theory is valuable as it gives insight into leadership and identifies the 
factors that determine leadership effectiveness (Baron and Greenberg, 1990: 
396). 
 
 
2.5.3.4 VROOM AND YETTON’S LEADERSHIP DECISION-MAKING 
MODEL 
 
 
(a) Nature of the model 
 
In 1973, Victor Vroom and Phillip Yetton introduced a theory of leadership that 
focuses on decision making by leaders with a group of subordinates, and 
consists of a procedure for determining the extent to which leaders should 
involve subordinates in the decision-making process (Gordon, 1991: 355-356).  
This theory provides a standard model that a leader can use in making effective 
decisions (Luthans, 1992: 309). 
 
The model contains five leadership styles and consists of variations of 
autocratic, consultative, and group leadership styles (Luthans, 1992: 309).  
These five leadership styles are defined as follows (Porter, Lawler, and 
Hackman, 1975: 426): 
 
• Autocratic I (AI) 
Using the information available, the leader makes the decision and solves 
the problem. 
 
• Autocratic II (AII) 
The Subordinates Generate The Information Required By The Leader.  The 
Leader Then Makes The Decision And Solves The Problem.  The 
Subordinates Are Only Involved In Generating The Information Required, 
And Are Not Involved In The Decision-Making Or Problem-Solving Process. 
 
• Consultative I (CI) 
The leader shares the problem with individual subordinates.  The leader gets 
ideas and solutions from the subordinates on an individual basis.  The leader 
does not get the subordinates together as a group.  The leader makes the 
decision that may or may not include the suggestions obtained from the 
subordinates. 
 
• Consultative II (CII) 
The leader shares the problem with his group of subordinates.  The leader 
gets ideas and suggestions from the group collectively.  The leader makes 
the decision that may or may not include the suggestions obtained from the 
subordinates. 
 
• Group II (GII) 
The leader shares the problem with his group of subordinates.  Together the 
leader and the subordinates make decisions and evaluate alternatives in an 
attempt to solve the problem. 
 
The model further consists of seven situational dimensions.  These situational 
dimensions are stated in the form of “yes” or “no” questions.  The answers can 
quickly diagnose the situation for the leader (see figure 2.9).  The situational 
dimensions can be classified in two ways, firstly, “the way in which problems 
affect the quality and acceptance of a decision,” and secondly, “the way in 
which the problems affect the degree of participation.”  (Luthans, 1992: 309)   
 
The decision tree model is used to relate a leadership style with a certain 
situation.  The seven situational questions are listed at the top of the model (see 
figure 2.9).  The leader will start and answer the situational questions from the 
left, relating the answer of the questions with the diagram, the leader will be led 
to the appropriate leadership style for the situation (Luthans, 1992: 309).   
 
Vroom and Yetton argue, that depending on the answers to the questions the 
leader asks himself, one of the leadership styles could be effective.  In other 
words, the answers to the questions will indicate the most effective leadership 
style for a certain situation (Gray and Starke, 1984: 266). 
  
Figure 2.9 The Vroom and Yetton leadership decision-making model 
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(b) Limitations of the model 
 
Several points of critique have been raised against Vroom and Yetton’s 
decision-making model.  Firstly, there is very little empirical research evidence 
on the model because the model was proposed recently.  Secondly, the model 
has been criticised for being too complex.  Simpler models have been equally 
effective in identifying effective leadership style (Gray and Starke, 1984: 268).  
Thirdly, this model only focuses on a small part of leadership.  The model looks 
at the decision-making process at a single point in time.  It does not consider 
that certain decisions extend over a period of time, incorporating various 
subordinates (Gordon, 1991: 358-359).  Finally, this model may have limited 
utility.  It is not as encompassing as other models of leader decision-making as 
it only deals with selecting different decision processes for different problem 
situations (Luthans, 1992: 310-311). 
 
 
(c) Benefits of the model 
 
There are various benefits of the leadership decision-making theory.  It is a very 
descriptive and prescriptive model.  This model recognises that different 
situations require different leadership styles for the leader to be effective.  
Vroom and Yetton regard issues such as quality requirement in decisions, 
information availability, and acceptance by subordinates as vital for leadership 
effectiveness (Gray and Starke, 1984: 268). 
 
The usefulness of this model rests on four key assumptions.  The validity of 
these assumptions holds great promise for assisting leaders in choosing and 
appropriate and effective leadership style.  These assumptions are identified as 
follows (Newstrom and Davis, 1993: 236): 
 
• Leaders can accurately classify the problems they face. 
 
• Leaders are able and willing to adapt their leadership style to fit the 
situational conditions they face. 
 
• Subordinates will accept the legitimacy of the different leadership styles 
used for different problems. 
 
• Subordinates will accept the validity of the leader’s classification of the 
situation at hand. 
 
Finally, the Vroom-Yetton model has much logic.  It gives precise answers to 
leaders, and its major contribution lies in its attempt to close the gap between 
theoretical leadership styles and actual situational practice (Luthans, 1992: 
311). 
 
 
2.5.3.5 SUMMARY OF CONTINGENCY OR SITUATIONAL THEORIES 
 
In this section the popular contingency or situational leadership theories have 
been examined.  These leadership theories have shown that defining an 
effective style of leadership only in terms of personal traits or behavioural 
factors are inappropriate.  For a leader to be truly effective, situational factors 
must be taken into consideration.  A major function of a leader is to examine 
and analyse these situational factors that influence his leadership effectiveness 
before contemplating which leadership style to choose in order to be effective 
(Szilagyi and Wallace, 1990: 395). 
 
To conclude, contingency or situational leadership theories recognise that 
different situations require different leadership styles for the leader to be 
effective.  A leader’s leadership style may be effective in one situation, but not 
in another. 
 
 
2.5.4 OTHER MORE RECENT THEORIES AND MODELS 
 
The development of different views of leadership has been traced.  Models and 
theories that focus on traits, behaviours, and contingency factors have been 
looked at.  Each model or theory emphasises something different, but is not 
necessarily incompatible with other models or theories.  Research to date has 
clearly indicated that the situational approaches to leadership are accepted as 
the more appropriate and effective leadership style (Newstrom and Davis, 1993: 
236).  This has led to an increasing number of theories and approaches being 
developed that are based on situational aspects (Szilagyi and Wallace, 1990: 
408). 
 
 
2.5.4.1 TRANSFORMATIONAL LEADERSHIP 
 
 
(a) Nature of the model 
 
The leadership theories that have been discussed previously in this chapter, 
i.e., trait theory, Ohio State theory, Fiedler’s model, path-goal theory, etc., are 
all examples of transactional leadership.  Transactional leaders guide their 
subordinates to set goals by simplifying task requirements.  Opposed to this, 
transformational leaders, pay attention to the concerns and developmental 
needs of individual subordinates.  Transformational leaders change the 
subordinate’s views on issues by showing them new ways to look at old 
problems.  Transformational leaders are able to excite and inspire subordinates 
to do extra effort in order to achieve group goals (Robbins, 1993: 391-392). 
 
The characteristics of transactional and transformational leaders are defined in 
table 2.6.  
 
Transactional and transformational leadership are not opposing approaches to 
getting things done.  “Transformational leadership carries on from transactional 
leadership.”  Transformational leadership improves subordinate performance 
beyond what would have been achieved with transactional leadership alone 
(Robbins, 1993: 392). 
 
Gordon (1991: 367-368) States That The Transformational Leader Uses 
Charisma To Inspire His Followers.  He Goes Further To Identify A Three-Act 
Process In Achieving This (See Figure 2.10), And They Are: 
 
• The leader helps subordinates recognise the need for revitalising the 
organisation.  He does this by developing the need for change, overcoming 
resistance to change, and avoiding quick-fix solutions to problems.   
• The leader creates a new vision and generates commitment for it.  The 
leader uses planning or education as ways of generating commitment.   
• The leader institutionalises change.  He does this by replacing old technical, 
political, cultural, and social networks with new ones. 
 
 
Table 2.6 Characteristics of transactional and transformational leaders 
 
 
Transactional Leader 
 
Contingent reward: Contracts exchange of rewards for effort, promises 
rewards for good performance, recognises 
accomplishments. 
Management by 
exception (active): 
Watches and searches for deviations from rules and 
standards, takes corrective action. 
Management by 
exception (passive): 
Intervenes only if standards are not met. 
Laissez-faire: Abdicates responsibilities, avoids making decisions. 
 
Transformational Leader 
 
Charisma: Provides vision and sense of mission, instils pride, gains 
respect and trust. 
Inspiration: Communicates high expectations, uses symbols to 
focus efforts, expresses important purposes in simple 
ways. 
Intellectual 
stimulation: 
Promotes intelligence, rationality, and careful problem 
solving. 
Individualised 
consideration: 
Gives personal attention, treats each employee 
individually, coaches, advises. 
 
 
SOURCE: ROBBINS, 1993: 392 
 
Figure 2.10 Transformational leadership: a three-act drama. 
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SOURCE: GORDON, 1991: 368 
 
 
Charismatic leadership is one component of the theory of transformational 
leadership (Luthans, 1992: 284).  Charismatic leadership states that 
subordinates identify with heroic leadership abilities when observed in leader 
behaviour.  The “heroic” leader is defined as someone who takes up a difficult 
task and succeeds through sheer determination and perseverance (Robbins, 
1993: 389). 
 
Researchers identified the following key characteristics of charismatic leaders 
(Robbins, 1993: 390): 
 
• Self-confidence 
The leader has complete confidence in the judgement and ability of his 
subordinates. 
 
• A vision 
The vision proposes a future better than the present.  The greater the 
difference between this vision and the present state, the more likely the 
subordinates will attribute extraordinary vision to the leader. 
 
• Ability to articulate the vision 
The leader is able to state this vision in terms that are understandable to his 
subordinates.  This articulation shows that the leader understands the needs 
of his subordinates. 
 
• Strong convictions about the vision 
Charismatic leaders are committed and willing to take high risks and incur 
high costs to achieve their vision. 
 
• Behaviour that is out of the ordinary 
The behaviour of charismatic leaders is seen as being novel and 
unconventional.  Successful charismatic leaders evoke admiration in their 
subordinates. 
 • Perceived as being a change agent 
Charismatic leaders are seen as agents of radical change. 
 
• Environment sensitivity 
Charismatic leaders are able to define environmental constraints and 
resources required to bring about change. 
 
Charismatic leaders have a different set of behavioural components than 
traditional non-charismatic leaders.  The behavioural components are illustrated 
in table 2.7. 
 
Researchers Still Believe That Charisma Cannot Be Learned.  However, These 
Researchers Do Feel That A Leader Can Be Taught To Behave In A 
Charismatic Manner, And Enjoy The Benefits That Are Associated With Being 
Labelled A Charismatic Leader (Robbins, 1993: 390-391). 
 
 
(b) Limitations of the model 
 
A major criticism of this leadership theory is the fact that research findings are 
mostly based on a questionnaire developed by Bernard M. Bass, or qualitative 
research of leaders through interviews (Luthans, 1992: 285). 
 
Another major criticism is that if the need for change reduces, the charismatic 
leader may become a liability to the organisation.  The reason being that the 
charismatic leader’s absolute self-confidence becomes the liability.  In this 
situation, the leader may become uncomfortable if challenged by subordinates, 
and he will be unable to listen to his subordinates.  The leader may also believe 
that his view is the only legitimate view on certain issues (Robbins, 1993: 391). 
 
 
 
 
 
  
 
Table 2.7 Behavioural components of non-charismatic and charismatic 
leaders 
 
 Non-charismatic Leader Charismatic Leader 
Relation to status 
quo: 
• Essentially agrees with status quo 
and strives to maintain it 
• Essentially opposed to status quo 
and strives to change it 
Future goal: • Goal not to discrepant from status 
quo 
• Idealised vision, which is highly 
discrepant from status quo 
Likableness: • Shared perspective makes him 
likeable 
• Shared perspective and idealised 
vision makes him a likeable and 
honourable hero worthy of 
identification and imitation 
Trustworthiness: • Disinterested advocacy in 
persuasion attempts 
• Disinterested advocacy by 
incurring great personal risk and 
cost 
Expertise: • Expert in using available means to 
achieve goals within the framework 
of the existing order 
• Expert in using unconventional 
means to transcend the existing 
order 
Behaviour: • Conventional, conforming to 
existing norms 
• Unconventional 
Environmental 
sensitivity: 
• Low need for environmental 
sensitivity to maintain status quo 
• High need for environmental 
sensitivity for changing the status 
quo 
Articulation: • Weak articulation of goals and 
motivation to lead 
• Strong articulation of future vision 
and motivation to lead 
Power base: • Position power and personal 
power (based on reward, 
expertise, and liking for a friend 
who is a similar other) 
• Personal power (based on 
expertise, respect, and admiration 
for unique hero) 
Leader-follower 
relationship: 
• Egalitarian, consensus seeking, or 
directive 
• Nudges or orders people to share 
his views 
• Elitist, entrepreneur, and 
exemplary 
• Transforms people to share the 
radical changes advocated 
 
SOURCE: GORDON, 1991: 367 
 
 
 
(c) Benefits of the model 
 
Research Has Indicated That There Is A High Similarity Between Charismatic 
Leadership And High Performance And Satisfaction Among Subordinates.  
Subordinates Working With Charismatic Leaders Are Motivated And Exert Extra 
Effort.  These Subordinates Like Their Leader And Express Satisfaction In Him 
(Robbins, 1993: 390-391). 
 
Charismatic leadership achieves high levels of employee performance.  
Furthermore, if the subordinate’s task is of ideological nature, this style of 
leadership is most effective.  This is the reason why charismatic leaders are 
often found in politics, religion, wartime, or when an organisation is introducing 
a new product or facing a life-threatening crisis (Robbins, 1993: 391). 
 
Transformational leadership goes one further than charismatic leadership.  The 
charismatic leader gets his subordinates to adopt the charismatic world-view 
and go no further.  The transformational leader will get his subordinates to 
question not only established views, but also those established by the leader 
(Robbins, 1993: 392). 
 
The transformational leader is associated with low turnover rates, high 
productivity, and high employee satisfaction (Robbins, 1993: 392).  Gordon 
(1991: 368) identifies three ways a transformational leader motivates 
subordinates to achieve beyond their original expectations and these are: 
 
• The leader raises the level of awareness about the importance of the 
outcomes with the subordinate, and identifies ways of achieving these 
outcomes. 
 
• The leader gets the subordinates to exceed their own self-interest for the 
sake of the team and organisation. 
 
• The leader alters and expands the subordinate’s portfolio of needs and 
wants.  This leads to an increased level of motivation. 
 
“The transformational leader attempts to motivate followers to perform better.”  
(Gordon, 1991: 369)  The key to transformational leader effectiveness lies in 
seven characteristics that summarise their benefit to the organisation, and they 
are (Luthans, 1992: 285-286): 
 
• The transformational leader identifies himself as a change agent. 
• The transformational leader is courageous. 
• The transformational leader believes in his subordinates. 
• The transformational leader is value driven. 
• The transformational leader is a lifelong learner. 
• The transformational leader has the ability to deal with complexity, 
ambiguity, and uncertainty. 
• The transformational leader is a visionary. 
 
 
2.5.4.2 SUBSTITUTES AND ENHANCERS FOR LEADERSHIP 
 
 
(a) Nature of the model 
 
Steven Kerr proposed the substitutes for leadership approach (Newstrom and 
Davis, 1993: 236).  In his theory Kerr proposed that there are “substitutes” for 
leadership.  These substitutes make leadership behaviour unnecessary.  Kerr 
also proposed that there are “neutralisers” which counteract the leadership 
behaviour.  These substitutes and neutralisers are found in subordinate, task, 
and organisational characteristics.  The effect of substitutes on leadership is 
illustrated in figure 2.11 (Luthans, 1992: 287). 
 
Substitutes for leadership are factors that may make leadership roles 
unnecessary.  The presence of factors like a high level of subordinate 
experience, clear rules, or a cohesive work group, are substitutes for a task-
oriented leadership style.  The presence of factors like satisfying tasks, 
professional orientations by subordinates, or a subordinate’s need for 
independence, are substitutes for a employee-oriented leadership style (see 
figure 2.11) (Newstrom and Davis, 1993: 236-237). 
Figure 2.11 Substitutes and neutralisers for leadership 
 
Characteristics  Impact on leader 
Subordinate characteristics:   
• Experience, ability, and training  • Substitute for instrumental 
leadership 
• Professional orientation  • Substitute for instrumental and 
supportive leadership 
• Indifference toward organisational 
rewards 
 • Neutralises instrumental and 
supportive leadership 
Task characteristics:   
• Structured and routine tasks  • Substitute for instrumental 
leadership 
• Feedback within the tasks  • Substitute for instrumental 
leadership 
• Intrinsically satisfying task  • Substitute for supportive leadership 
 
Organisational characteristics:   
• Cohesive work groups  • Substitute for instrumental and 
supportive leadership 
• Low position power of leader  • Neutralises instrumental and 
supportive leadership 
• Formalisation  • Substitute for instrumental 
leadership 
• Inflexibility  • Neutralises instrumental leadership 
 
• Leader physically isolated from 
subordinates 
 • Neutralises instrumental and 
supportive leadership 
 
SOURCE: LUTHANS, 1992: 288 
 
 
Some leadership substitutes develop through work, and the following are 
examples of these types of substitutes (Szilagyi and Wallace, 1990: 419): 
 
• Experience and work expertise 
If subordinate has worked on a job for a long time, he knows more about the 
job requirements than anyone else, including the leader.  The leader will only 
feedback a small amount of information, but the actual manner in which the 
subordinate does the task is totally up to him.  This means that a 
dependency on the leader is minimal. 
 
• Professional education, training, and ethics 
Professional subordinates (engineers, teachers, nurses, etc.) use 
professional standards to guide their work, rather than take directions from 
the leader. 
 
• Co-workers and peers 
The influence of co-workers and peers may have an impact on the 
subordinate.  Factors such as group norms or informal leaders may have a 
significant impact on the subordinate’s behaviour. 
 
• Rules, policies, and procedures 
The subordinate’s work can be so structured and clearly defined that a 
leader is not required.  A rules manual, job description, or contract may have 
a significant impact on how the subordinate behaves and performs. 
 
• Task satisfaction 
If the subordinate gets a lot of satisfaction from his work, leadership 
influence may not be required.  This is particularly the case with leadership 
styles that are employee-oriented, supportive, or participative. 
 
Alternatively, the leader’s characteristics and abilities may be supported through 
enhancers for leadership.  These enhancers are elements that increase the 
leader’s impact on subordinates (see table 2.8).  If a leader wanted to enhance 
his directive style of leadership, he would use this style in jobs with frequent 
crisis, or by increasing his reward power.  If a leader wanted to enhance his 
supportive style of leadership, he would encourage team-based work activities 
or increase employee participation in the decision-making process (Newstrom 
and Davis, 1993: 237). 
 
 
 
 
Table 2.8 Examples of substitutes and enhancers for leadership 
 
Substitutes Enhancers 
• Peer appraisal/feedback • Superordinate goals 
 
• Gain-sharing reward systems • Increased work status 
 
• Staff available for problems • Increased leader’s status and reward 
power 
• Jobs redesigned for more feedback • Leader as the central source of 
information supply 
• Methods for resolving interpersonal 
conflict 
• Increased subordinates’ view of leader’s 
expertise, influence, and image 
• Team building to help solve work-related 
problems 
• Use of crisis to demonstrate leader’s 
capabilities 
• Intrinsic satisfaction from the work itself  
 
• Cohesive work groups  
 
• Employee needs for independence  
 
 
SOURCE: NEWSTROM AND DAVIS, 1993: 237 
 
 
(b) Limitations of the model 
 
The emotions of the leader are at stake if his leadership is substituted.  The 
leader can suffer a loss of self-esteem.  This will happen to the leader who 
thought he was very important to the wellbeing of the organisation, and finds 
that he has been partially or completely replaced (Newstrom and Davis, 1993: 
237).  Further research is required in order to identify further substitutes and 
enhancers of leaders, and their impact on leadership effectiveness (Griffin and 
Moorhead, 1986: 368).  
 
 
 
(c) Benefits of the model 
 
There are certain situations and behaviours that are beyond the control of the 
leader, which still plays a role in the leadership of subordinates in the 
organisation.  This leadership approach puts a realistic boundary on what 
leadership is capable of achieving (Luthans, 1992: 289).  Therefore, an 
important contribution of this approach is that organisations have an alternative 
remedy in the cases where it is not feasible to replace or train the leader, or to 
find a better match between leader and job (Newstrom and Davis, 1993: 237).  
The concept of leadership substitutes has gained support through recent 
preliminary research in the topic (Griffin and Moorhead, 1986: 368).  
 
 
2.5.5 FURTHER THOUGHTS NOT YET DOCUMENTED AS THEORIES OR 
MODELS 
 
 
2.5.5.1 PERSONAL CHARACTERISTICS OF LEADERS 
 
It Is Difficult To Identify Precise Qualities That Make An Exceptional Leader.  It 
Has Been Found That Leaders Do Share Certain Personal And Behavioural 
Characteristics That Make Them More Effective Than Other Leaders.  These 
Personal Characteristics Are Defined As Follows (Schwartz, 1980: 500-507): 
 
• The ability to inspire 
Researchers believe that this is the most essential characteristic for effective 
leadership.  Charisma is a major ingredient for inspiring subordinates and 
creating loyalty for the leader. 
 
• The ability to understand human behaviour 
Successful leaders are strong in terms of human relations.  The success of 
the leader depends on the co-operation with his subordinates, because the 
leader realises that he accomplishes his goals through his subordinates. 
 
 
• Similarity to the group 
Successful leaders are generally not too different from the group.  They 
usually emerge from a group to lead the group, and the leader shares the 
same interests and viewpoints as his subordinates. 
 
• Verbal assertiveness 
Leaders are able to present their views in a confident way and are able to 
hold their position if their views are attacked and ridiculed.  Leaders are 
usually talkers and for effective leadership, speaking is more important than 
writing. 
 
• The willingness to communicate honestly 
Organisations that are effective are built on integrity.  A leader must always 
tell the truth.  If he does not tell the truth, the leader will loose credibility with 
his subordinates.  It is very difficult for a leader to regain his lost credibility. 
 
• Dedication to the organisation’s goals 
The effectiveness of a leader depends on how committed he is to the goals 
of the organisation.  Hard work and self-sacrifice demonstrate this 
dedication.  Dedication entails perseverance and this means the willingness 
to try again until the goals have been achieved. 
 
• The ability to set and example to be followed 
An effective leader knows that his subordinates observe his behaviour and 
they will tend to behave in similar ways.  If the leader wants hard work from 
his subordinates, he must set the example and work hard himself. 
 
• The willingness to take risks 
Subordinates tend to want to follow a leader who can take them to better 
dispensation, even if it involves risk.  The leader must determine if the risk is 
too large, as this will result in his subordinates deserting him due to fear or 
panic. 
 
 
 
• The willingness to take full responsibility 
A leader who blames his subordinates for his own failures and weaknesses 
is not admired.  An effective leader carries his own responsibility, even if it 
could be shifted to another person. 
 
• The willingness to be supportive of subordinates 
Subordinates respect leaders who take full responsibility when things go 
wrong, and give credit when efforts are successful.  A leader is seen to be 
supportive if he works on behalf of his subordinates with upper management, 
takes sincere interest in their problems, and provides encouragement to 
them. 
 
• Skill in the art of compromise 
An effective leader is able to get conflicting groups to compromise and 
reduce their demands in order to reach an intermediate solution.  
Compromise could be the only way for the organisation to reach its goal. 
 
• The ability to tolerate criticism 
Since leaders are mostly responsible for radical change in the organisation, 
they are more likely to be the targets of personal attacks and criticism.  An 
effective leader is able to accept and deal with these personal attacks 
positively. 
 
 
2.5.5.2 FACTORS THAT AFFECT LEADERSHIP EFFECTIVENESS 
 
In addition to the personal characteristics of leaders, Schwartz (1980: 507-510) 
and Donnelly, Gibson, and Ivancevich (1987: 398-403) identify other factors that 
affect the effectiveness and quality of leadership in the organisation (see figure 
2.12).  These determinants of leadership effectiveness are: 
 
• Organisation size 
A leader in a small organisation can be flexible and act more promptly than 
leaders in large organisations.  In a large organisation communication 
becomes impersonal, the reaction to change becomes slower and less 
informal, and the organisation tends to rely on previous procedures, rules, 
and policies.  Large organisations may cause leadership qualities to be lost. 
 
• Interaction of group members 
The more interaction there is between group members, the greater the 
chance is that a leader will emerge and demonstrate leadership skill. 
 
• Personalities of group members 
The personalities of the group members have an affect the leadership style 
required.  The leader must assess the personalities of the group before 
deciding on a leadership style.  A leadership style suitable for one situation 
may not be effective for a different situation. 
 
• Congruence of goals 
The first objective a leader must achieve in an attempt to lead effectively is 
to get all the subordinates working to the same organisational goals.  As 
soon as this objective is achieved, a participative style of leadership is most 
effective. 
 
• Level of decision-making 
Decisions should be made by those who are going to implement them.  The 
leader will not be able to inspire and generate enthusiasm among his 
subordinates if they were not involved in the decision-making process. 
 
• Perceptual accuracy 
If a leader feels that a subordinate is lazy, the leader will treat him as a lazy 
person.  Therefore, the perception that the leader has of the subordinate is 
vital to his leadership effectiveness. 
 
• Background, experience, and personality 
The leader’s background, experience, and personality will influence his 
choice of style of leadership.  If a leader has had success with a certain style 
of leadership, he will most probably continue to use it.  However, if the leader 
feels that his style of leadership is not working well, he can change it 
accordingly.  Not only is the leader’s background, experience, and 
personality an important factor in choosing a leadership style, but the leader 
must also take into consideration the background, experience, and 
personality of the subordinates he is going to lead. 
 
 
Figure 2.12 Selected factors that influence leadership effectiveness 
 
 
SOURCE: DONNELLY, GIBSON, AND IVANCEVICH, 1987: 402 
 
 
• Superior’s expectations and style 
Superiors prefer a particular leadership style.  A leader will most often tend 
to use the same leadership style that his superior uses.  The leader sees his 
superior as his mentor, and adopts a similar leadership style. 
 
• Task understanding 
The leader must be able to assess the tasks of his subordinates.  If the tasks 
are structured, the leader only has to give the subordinate the goal to be 
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accomplished, and the subordinate will achieve this goal without difficulty or 
much leader intervention.  If the task is unstructured, the leader will have to 
assist the subordinate in identifying paths to the goal achievement. 
 
• Peer expectations 
Leaders form relationships with other leaders.  These peers can influence 
the leader’s leadership behaviour.  Peers are an important source of 
information in making leadership style choices. 
 
 
2.6 GUIDELINES TO EFFECTIVE LEADERSHIP 
 
From the material discussed in this chapter it is clear that the study of 
leadership is a very complex process and that there is no universally accepted 
approach to the study and practice of leadership in organisations.  It is difficult, 
if not impossible, for a leader to understand all the factors that surround him and 
then choose the most effective behaviour. 
 
It is further clear that effective leadership can have a short-term focus or a long-
term focus.  Firstly, leadership effectiveness can be examined on a specific time 
or in a specific situation.  This is an example of short-term leadership.  Lastly, 
the leader has a vision, and transforms the organisation through time using a 
change process of empowering and motivating his followers to achieve this goal 
or vision.  This is an example of long-term leadership. 
 
 
2.6.1 GUIDELINES TO SHORT-TERM EFFECTIVE LEADERSHIP 
 
As mentioned earlier, the leader uses his short-term leadership style under 
different situations.  This leadership style is influenced by three factors, i.e., the 
characteristics of the leader, the characteristics of the subordinate, and the 
characteristics of the situation.  These important influences on leadership 
effectiveness are summarised in more detail. 
 
 
2.6.1.1 CHARACTERISTICS OF THE LEADER 
 
Leader Characteristics Are Traits That The Leader Possesses That Identify Him 
As A Leader.  The Key Characteristics That Successful Leaders Possess Are 
Identified As Follows: 
 
• Ability to inspire subordinates (charisma) 
• Verbal assertiveness 
• Willingness to communicate honestly (truthful) 
• Dedication to organisation goals 
• Willingness to take risks 
• Willingness to be supportive of subordinates 
• Self-confidence and confidence in his subordinates 
• Above average intelligence, education, and experience 
• Independent, dominant, and aggressive in personality 
• Persistent in his effort to accomplish and achieve his results 
 
Leadership Style Is The Behaviour That The Leader Exhibits During The 
Supervision Of His Subordinates.  The Leader Characteristics Assist The 
Leader In Identifying His Inherent Leadership Style.  This Will Result In The 
Leader Exhibiting Either A More Autocratic Leadership Style Or A More 
Democratic Leadership Style.  The Leader’s Leadership Behaviour Inherently 
Determines The Behaviour Of The Subordinate.  If The Leader Treats The 
Subordinate As A Mature And Responsible Person, The Subordinate Will React 
Accordingly.  From The Inherent Leadership Style The Leader Will Demonstrate 
The Following Two Leadership Dimensions: 
 
• Concern for production 
This leadership dimension is also known as initiating structure, task-
orientation, or production-orientation.  This is the degree to which the leader 
organises and defines the task.  The leader is focussed on meeting 
schedules and high productivity. 
 
 
• Concern for people 
This leadership dimension is also known as consideration or employee-
orientation.  This is the degree to which the leader trusts, respects, and 
supports his subordinates.  The leader is focussed on his subordinates and 
their higher job satisfaction. 
 
For the leader to be effective he must have both a high concern for production 
and a high concern for his subordinates.  From the two dimensions of 
leadership identified above, four possible leadership styles can be identified, 
i.e., directive leadership style, supportive leadership style, participative 
leadership style, and achievement-oriented leadership style.  It is the interaction 
between the characteristics of the leader and the characteristics of the 
subordinate that results in the demonstrated leadership style.  These four 
leadership styles are summarised as follows: 
 
• Directive leader behaviour 
The leader plans, organises, controls, and co-ordinates the activities of the 
subordinate.  This is a high task and low relationship leadership style that is 
effective when the subordinate is at a low level of maturity. 
 
• Supportive (instrumental) leader behaviour 
The leader considers the needs of his subordinates and creates a pleasant 
work environment, while still focussing on the task.  This is a high task and 
high relationship leadership style that is effective when the subordinate is at 
a moderate to low level of maturity. 
 
• Participative leader behaviour 
The leader shares information and consults with his subordinates before he 
makes a decision.  This is a low task and high relationship leadership style 
that is effective when the subordinate is at a moderate to high level of 
maturity. 
 
• Achievement-oriented leader behaviour 
The leader sets goals and expects his subordinates to perform at the highest 
level, and he continually seeks improvement.  The leader is confident that 
his subordinates will do a good job.  This is a low task and low relationship 
leadership style that is effective when the subordinate is at a high level of 
maturity. 
 
The characteristics of the subordinate and the characteristics of the situation 
further affect the effectiveness of the demonstrated leadership style.  The 
effects of subordinate characteristics will be discussed in more detail.   
 
 
2.6.1.2 CHARACTERISTICS OF THE SUBORDINATE 
 
The Characteristics Of The Subordinate Are Determinants Of The Maturity Of 
The Subordinate And Have An Effect On The Leadership Effectiveness.  These 
Subordinate Characteristics Are Summarised As Follows: 
 
• Degree of achievement and level of motivation 
• Degree of trust, confidence, and respect for the leader 
• Willingness to take on responsibility 
• Ability to take on responsibility and perform task 
• Amount of education, expertise, professional education, training, ethics, and 
experience 
• Personal needs, motives, and goals 
• Degree of need for participation in decision-making 
• Personality and background 
• Locus of control or the degree to which the subordinate believes he is in 
control over what happens to him 
• The degree of satisfaction achieved from the task or work 
 
The degree to which the subordinate accepts this leadership style depends on 
the characteristics of the subordinate.  The degree of acceptance by the 
subordinate of the leadership style depends on the degree to which the 
leadership style makes provision for- 
 
• experience; 
• expertise; 
• personal needs; and 
• desire for participation in decision-making. 
 
Leadership is at its most effective when a leader’s leadership style is matched 
with the maturity level of the subordinate.  The subordinate’s level of maturity is 
defined by the following criteria: 
 
• Degree of achievement motivation 
• Willingness to take on responsibility 
• Level of education and experience 
 
Based on these criteria defining the maturity level of a subordinate, the following 
levels of maturity can be identified: 
 
• The subordinate is both unable and unwilling to take responsibility.  The 
subordinate is neither competent nor confident.  This is a low level of 
maturity. 
 
• The subordinate is unable, but willing to take responsibility.  The subordinate 
is motivated, but lacks the required skill.  This is a moderate to low level of 
maturity. 
 
• The subordinate is able, but unwilling to take responsibility.  The subordinate 
lacks the required motivation.  This is a moderate to high level of maturity. 
 
• The subordinate is both able and willing to take responsibility.  The 
subordinate is motivated and possesses the required expertise.  This is a 
high level of maturity. 
 
The leader must adapt his leadership style to match the subordinate’s maturity 
level.  Certain subordinate characteristics make leadership unnecessary.  The 
presence of factors like high levels of subordinate experience and expertise, 
professional education or training, professional work ethics, and task 
satisfaction are factors that make leadership unnecessary.  Alternatively, there 
are subordinate characteristics that enhance the requirement for leadership.  A 
possible example of this is if the leader is the only person who has the required 
information.  The subordinate seeking the information will enhance his 
leadership.  Another example is when there is a lot of interaction between group 
members.  This will increase the chance that a leader will emerge and enhance 
the requirement for leadership. 
 
As stated previously, the characteristics of the situation affect the effectiveness 
of the demonstrated leadership style.  The effects of situational characteristics 
will be discussed in more detail. 
 
 
2.6.1.3 CHARACTERISTICS OF THE SITUATION 
 
These Are The Factors Within The Organisation That Have An Effect On 
Leadership Effectiveness.  After Assessing The Leader’s Leadership Style, It Is 
Important To Match The Leader With The Situation.  The Following Situational 
Variables Determine Leadership Effectiveness, And They Are: 
 
• Leader-subordinate relations or the degree of confidence, trust, and respect 
between the leader and his subordinates.  
 
• The level of participative decision-making within the organisation. 
 
• Task structured, i.e., the degree to which the task is structured or 
unstructured. 
 
• Position power or the degree of influence the leader has over power 
variables such as hiring, firing, discipline, promotions, or salary increases. 
 
• Organisational factors or the degree to which rules, procedures, high 
pressure, stressful situations, situations of high uncertainty, and policies 
govern the work environment. 
 
• The size of the organisation has an impact on leadership effectiveness. 
 
• Non-leader sources of influence may reduce the subordinate’s dependence 
on the leader. 
 
From the various combinations of the three situational variables it can be 
ascertained how favourable or unfavourable the situation is for the leader, or the 
amount of control and influence the leader has.  To achieve maximum 
leadership effectiveness, the leader characteristics and the situational 
characteristics must be matched.   
 
In situations that are extremely favourable or extremely unfavourable, a task-
oriented leadership style is most effective, and situations that are moderately 
favourable, an employee-oriented is most effective.  Stressful tasks require a 
supportive leadership style for task accomplishment.  Tasks with uncertainties 
require a participative leadership style with group discussion for possible 
solutions.  Directive leadership leads to greater satisfaction when tasks are 
ambiguous or stressful.  Supportive behaviour should go hand in hand with 
clear and bureaucratic authority relationships.  Directive leadership will lead to 
higher employee satisfaction if there is conflict in the group.  Employees that 
believe they control their own destiny are satisfied with a participative 
leadership style.  Employees that believe their destiny is controlled by external 
factors are satisfied with a directive style of leadership. 
 
 
2.6.1.4 DESIRED OUTCOMES OF SHORT-TERM LEADERSHIP 
 
The leader characteristics define a leader’s inherent leadership style.  With the 
influence of certain subordinate characteristics the leader’s demonstrated 
leadership style is defined.  This demonstrated leadership style is affected by 
subordinate characteristics and situational characteristics and concludes in an 
end result.  The end-result variables are the outcomes of the leadership 
behaviour on the organisation, and are summarised as follows: 
 
• Improved organisational productivity 
• Achievement of organisational goals 
• Motivated workforce 
• Increased employee satisfaction 
• Reduced absenteeism levels 
• Reduced costs 
• Increased turnover 
• Improved quality 
• Improved earnings 
 
The result of the leadership process is the outcome of interactions between the 
leader and his subordinates.  A positive movement in these end-result variables 
is a sign of the effective application of a leader’s leadership style. 
 
The Final Factor That Concerns The Dynamic Issues Of Effective Leadership Is 
Feedback.  Feedback On All Levels Is Vital For The Continued Effectiveness Of 
The Leadership Behaviour.  Leader Behaviour Causes Certain Outcomes, But 
Through Feedback, The Outcomes May Alter The Level Of Behaviour And 
Affect Other Situational Variables. 
 
The guidelines and process for effective short-term leadership combines some 
important bits of information about leadership.  It does not capture all the 
variables, but some of the more important ones have been identified.  The 
guidelines and process for short-term effective leadership is illustrated in figure 
2.13. 
 
 
2.6.2 GUIDELINES TO LONG-TERM EFFECTIVE LEADERSHIP 
 
The effectiveness of leadership within an organisation is not only measured by 
leadership behaviour for certain situations, there is also a longer term approach 
for leadership effectiveness that concentrates on setting an environment 
wherein the subordinate can prosper, as well as developing the subordinates to 
perform.  For the purpose of this study, the effect of long-term leadership 
effectiveness will not be focussed on in detail.  However, it is felt that this part of 
leadership does warrant further mention, as is summarised below. 
 
 
Figure 2.13 Diagram of the process and guidelines of effective short-
term leadership 
 
 
The driving force behind the long-term approach to leadership is that the leader 
has an inspiring vision.  Goals and smaller visions will exist to inspire all the 
functions of the organisation to achieve the main mission.  As mentioned 
previously, the leader must create an environment within the organisation that 
will enable the subordinate to achieve the goals and vision.  In addition to this, 
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supervisor 
• Supervisor-
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OR 
• Task oriented 
• People oriented 
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leadership 
style 
• Directive 
• Supportive 
• Participative 
• Achievement-
oriented 
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• Absenteeism 
• Turnover 
• Quality 
Feedback 
Situational 
characteristics  
• Rules, policies,  and 
procedures 
• Task structure 
• Position power of  the 
supervisor 
• Supervisor-
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the leader must develop and empower the subordinates to perform and achieve 
the goals and vision. 
 
In order to create an environment in which the subordinates can perform and 
achieve the leaders must lay the foundation to facilitate this process.  This 
foundation consists of three requirements, and they are summarised as follows: 
 
• Create a code of conduct 
This will assist in the creation of a specific culture within the organisation.  It 
is one of the leader’s objectives to create a culture that will assist and lend it 
to facilitating the change process towards the vision. 
 
• Inspire the subordinates around the vision 
The leader must obtain buy-in on the vision.  He must get his subordinates to 
be inspired in the vision to such an extend that they set themselves mini 
goals and mini visions to achieve the main vision. 
 
• Effectively communicate the vision: The leader must effectively 
communicate the vision to his subordinates.  This will assist in the process 
of creating a common understanding and inspiring his subordinates in the 
vision. 
 
In order for the leader to give his subordinates the ability to perform and 
achieve, the leader must firstly develop and train his subordinates, and 
secondly empower them.  These two requirements are summarised as follows: 
 
• Subordinate training and development 
Subordinates need training and development to equip them with the 
necessary technical and emotional skills to perform their tasks and cope with 
the challenges of the change process. 
 
• Empower subordinates 
As soon as the subordinates have been trained and developed to take on 
the process of change, they have to be empowered to perform these skills 
they have been trained in and exposed to. 
 As mentioned earlier, the effect of long-term leadership effectiveness will not be 
focussed on in detail in this study.  
 
 
2.7 CONCLUSION 
 
This chapter focussed on the factors or guidelines that determine leadership 
effectiveness.  Current models of leadership and thoughts that have not yet 
been documented as models have been discussed.  The chapter further 
presented the idea that no single, universally accepted theory of leadership 
exists.  Each of the perspectives covered in this chapter provides insight into 
the study of leadership.  The fact is that various traits of leaders (e.g., 
intelligence, personality, etc.) influence how they behave with followers.  Also 
situational variables and subordinates’ characteristics (e.g., needs, ability, 
experience, etc.) affect the leader’s behaviour.  Therefore, the leadership style 
that the leader uses in the short-term, is influenced by three factors, i.e., the 
characteristics of the leader, the characteristics of the subordinate, and the 
characteristics of the situation. 
  
In the next chapter the pharmaceutical industry will be examined with particular 
reference to Lennon and Intramed.  Secondly, the theory surrounding the 
supervisor will be closely examined.  Lastly, questions regarding the duties of a 
supervisor, position of a supervisor, daily tasks, and the scope of operation will 
be investigated at Lennon and Intramed. 
CHAPTER 3 
 
overview of the supervisory environment within lennon and intramed 
 
 
3.1 INTRODUCTION 
 
THE PURPOSE OF THIS CHAPTER IS TO GAIN AN UNDERSTANDING OF 
THE PHARMACEUTICAL INDUSTRY AND AN UNDERSTANDING OF THE 
DUTIES, FUNCTIONS, AND RESPONSIBILITIES OF AN EFFECTIVE 
SUPERVISOR BASED ON THEORY AND PRACTISE. 
 
IN ORDER TO DERIVE AT THE ABOVE-MENTIONED OBJECTIVE OR 
PURPOSE, THE FOLLOWING PROCESS WILL BE FOLLOWED.  FIRSTLY, 
THE PHARMACEUTICAL INDUSTRY WILL BE DISCUSSED.  SPECIAL 
INTEREST WILL BE GIVEN TO THE PHARMACEUTICAL INDUSTRY IN THE 
EASTERN CAPE, WITH THE FOCUS ON THE ROLE THAT PHARMACARE 
LTD PLAYS IN THE PHARMACEUTICAL INDUSTRY IN THE EASTERN CAPE 
REGION.  SECONDLY, THE THEORY OF EFFECTIVE SUPERVISION WILL 
BE EXPLAINED.  SPECIAL ATTENTION WILL BE GIVEN TO THE DUTIES OF 
A SUPERVISOR, POWER LEVELS, AND THE CHARACTERISTICS OF AN 
EFFECTIVE SUPERVISOR.  LASTLY, THE SUPERVISORY ENVIRONMENT 
WITHIN LENNON AND INTRAMED WILL BE EXPLAINED WITH SPECIAL 
EMPHASIS ON THE CHARACTERISTICS OF THE SUPERVISOR, LEVEL OF 
POWER OF THE SUPERVISOR, DUTIES OF THE SUPERVISOR, 
CHARACTERISTICS OF THE SUBORDINATES, RELATIONSHIP BETWEEN 
THE SUPERVISOR AND THE SUBORDINATES, AND THE 
ORGANISATIONAL CULTURE WITHIN LENNON AND INTRAMED. 
 
 
 
 
 
 
3.2 THE GLOBAL PHARMACEUTICAL INDUSTRY 
 
The pharmaceutical industry is very old.  The use of natural and other 
substances have been around throughout history as a cure to illnesses.  For the 
past few centuries, factories have been set up especially for the manufacture of 
drugs or medicines (McCormick, 1998: 13). 
 
The pharmaceutical industry is a highly regulated and quality-critical industry.  
The ability of the manufacturing departments to deliver consistent quality is a 
prerequisite for remaining in business.  Furthermore, pharmaceutical 
manufacturing is an expensive process and requires large investment 
(McCormick, 1998: 7). 
 
The structure of the pharmaceutical industry comprises of a number of types of 
organisations.  These are defined in more detail (McCormick, 1998: 8-9): 
 
• Multinationals 
These organisations focus on research and development.  Their portfolios 
are made up of a number of branded products.  They have a lot of resources 
to invest and are at the forefront of technology and quality standards.   
 
• Local companies 
These organisations are normally based in developed countries and 
developing countries.  These organisations, in general, do not have the 
resources to do significant research and development.  Their product 
portfolios typically consist of branded and non-branded generics. 
 
• New multinationals 
These organisations are particularly found in Latin America.  Quality 
standards are high and world-class, and their product portfolios consist of 
branded generics. 
 
• Contract manufacturers 
These organisations are based in the major markets of the world that 
increasingly provide an option for multinationals wanting to outsource some 
of their product portfolio.  The quality standards of contract manufacturers 
are on a par with those of the multinationals. 
 
• Virtual organisations 
These organisations focus on one or more speciality, and contract out the 
remainder of their functions.  A large number of start-up organisations exist 
that concentrate on research and contract out activities such as development 
and manufacturing. 
 
The pharmaceutical industry is an industry that survives despite itself.  This 
means that whatever happens in the world, if economic times are good or bad, 
people continue to get sick and the pharmaceutical market continues to 
prosper.  However, during the past 30 years, the pharmaceutical industry has 
been put under increasing pressure by regulatory and quality standards that 
have increased.  This has in turn led to increasing manufacturing costs 
(McCormick, 1998: 13).  Table 3.1 compares the top ten pharmaceutical 
companies of 1996 with those of 1986. 
 
 
Table 3.1 Top ten pharmaceutical companies in the world 
 
Rank 1986 1996 
1 Merck & Co. Glaxo Wellcome 
2 Hoechst Merck & Co. 
3 Ciba-Geigy Novartis 
4 Bayer Hoechst Marion Roussel 
5 American Home Products Bristol-Myers Squibb 
6 Glaxo Pfizer 
7 Pfizer American Home Products 
8 Sandoz Roche 
9 Eli Lilly Johnson & Johnson 
10 Abbott SmithKline Beecham 
 
 
SOURCE: MCCORMICK, 1998: 9 
 
 
3.3 THE PHARMACEUTICAL INDUSTRY IN SOUTH AFRICA 
 
The pharmaceutical industry has been operating in South Africa for many years 
(Geldenhuys, 1997: 51).  During the sanction years, the local industry grew, 
developed, and strengthened.  The industry consists of local companies, some 
with high standards, producing generics or branded products under contract, 
and subsidiaries of international companies (multinationals) with world-class 
plants, who produce their own products and those of other multinationals under 
contract (McCormick, 1998: 30). 
 
In his research, Geldenhuys (1997: 52-60) identifies seven major environmental 
factors that affect the pharmaceutical industry in South Africa.  These are 
defined as follows: 
 
• The changing national healthcare scenario 
The newly elected Government of National Unity in South Africa appointed 
Dr. Nkosazana Dlamini Zuma to the position of Minister of Health in 1994.  
Her main objective was to restructure healthcare in South Africa and to 
supply affordable healthcare for everyone in the country.  It is clear that 
radical change is high on the Government’s agenda regarding the supply of 
healthcare services.  Medicines make up one of the largest components of 
the total healthcare expenditure, and therefore have placed the 
pharmaceutical manufactures under extreme pressure to change. 
 
• Demographic changes 
The South African population is getting older, which is resulting in more 
pressure being placed on the Government to supply healthcare as medical 
aid subsidies are being exhausted.  The ever increasing HIV and AIDS 
epidemic is placing tremendous pressure on the country’s economy and 
healthcare system.  AIDS and HIV are expected to slow down the country’s 
Gross Domestic Product (GDP) growth and reversing the gains obtained 
through development. 
 • Urbanisation 
There has been a marked increase in the urbanisation of South Africa’s 
population.  The increase in urbanisation in South Africa will place a major 
strain on the country’s healthcare system.  The Government has stated its 
commitment to supplying healthcare to all people, including those in rural 
areas. 
 
 
• Unemployment 
Unemployment in South Africa is high and there are no signs that this high 
unemployment is going to decline.  The high levels of unemployment place a 
high burden on the public sector and the Government to supply healthcare to 
those who cannot afford to pay for it. 
 
• Crime 
Crime is having a negative impact on domestic and foreign investment, and 
is contributing to the high levels of emigration of the country’s professionals. 
 
• Foreign exchange 
Most of the raw materials, chemicals, and active materials used in the 
pharmaceutical products produced in South Africa are imported.  The 
depreciation of the South African currency over the past few years has had a 
negative effect on the South African pharmaceutical industry.  This has 
resulted in an increase in the cost of healthcare, particularly in the 
pharmaceutical side of the industry.   
 
• Inflation 
The South African inflation rate is declining, but is still higher than the rest of 
the world, reducing South Africa’s competitiveness in world markets.  
Companies have to invest in technology and improve the productivity of its 
labour in order to make the country more competitive. 
 
According to a market share presentation by Pharmacare Ltd., the total 
expenditure during 1997 relating to healthcare in South Africa totals R40 billion.  
This equates to 8.5% of South Africa’s Gross Domestic Product (GDP).  Table 
3.2 indicates the percentage of GDP that other countries in world spend on 
healthcare.  The total pharmaceutical market constitutes R6838 million (17.1%) 
of the total healthcare market.  The pharmaceutical market is subdivided into 
major sectors.  They are the private market sector and the public market sector 
(see figure 3.1). 
 
 
 
Table 3.2 Total health and medicine expenditure by country (1995) 
 
Member State Health expenditure as a % of GDP 
Medicine expenditure 
as a % of GDP 
Belgium 6.3 1.12 
Denmark 6.1 0.66 
Germany 13.1 1.40 
Greece 6.6 1.90 
Spain 5.3 0.76 
France 8.2 1.40 
Ireland 6.6 0.50 
Italy 5.2 0.93 
Netherlands 9.9 0.76 
South Africa 8.5 2.98 
UK 6.7 0.80 
 
SOURCE: GELDENHUYS, 1997: 48 
 
 
The private market sector equates to R5207 million (76% of the total 
pharmaceutical market).  The private market sector consists of three separate 
markets (see figure 3.2), and they are defined as follows: 
 
• Prescription market 
The prescription market consists of two categories, namely original or ethical 
products and generic products.  Original and ethical products constitute 
R2243 million, and generic products constitute R475 million.  Totalled, the 
prescription market is worth R2719 million (see figure 3.2). 
 
• Critical care: This market constitutes R323 million. 
 
• Self-medication 
The self-medication market consists of two categories, namely pharmacy 
sales and food-stores sales.  Pharmacy sales constitute R1598 million, and 
food-stores sales constitute R568 million.  Totalled, the self-medication 
market was worth R2166 million in 1997. 
 
 
Figure 3.1 Total pharmaceutical market 
 
 
SOURCE: MARKET SHARE PRESENTATION, 1998 
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Figure 3.2 Total private market 
 
 
SOURCE: MARKET SHARE PRESENTATION, 1998 
 
 
The public market consists of two categories, namely critical care products and 
tender market products (see figure 3.3).  Critical care products constitute R420 
million, and tender market products constitute R1211 million.  The total public 
market was worth R1631 million in 1997. 
 
 
Figure 3.3 Total public market 
 
 
SOURCE: MARKET SHARE PRESENTATION, 1998 
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3.4 SOUTH AFRICAN DRUGGISTS, PHARMACARE LTD., 
LENNON, AND INTRAMED 
 
In the next paragraphs the history of one of the largest and oldest 
pharmaceutical company’s in South Africa, namely South African Druggists, will 
be described.  Furthermore, the history of Pharmacare Ltd, which was started to 
consolidate the pharmaceutical businesses of South African Druggists under 
one management structure, will be described.  Lastly, the history of Lennon and 
Intramed, which were two of the pharmaceutical manufacturers in Pharmacare 
Ltd, will be described. 
 
 
3.4.1 SOUTH AFRICAN DRUGGISTS (SAD) 
 
The establishment of a small apothecary in False Bay, Cape Town, in 1795, 
marked the start of a process that eventually culminated in South Africa’s 
largest pharmaceutical organisation, namely South African Druggists (SAD).  
Heynes Mathew and Company, Wholesale Chemists and Druggists in Cape 
Town grew from a merger between the apothecary in False Bay and another 
nearby store.  This was the start of South African Druggists (SAD).  In the mid-
1800s Berry Grey Lennon established a public company in Port Elizabeth called 
B.G. Lennon and Company Limited. 
 
In 1935, Sad Was Registered To Acquire Sive Brothers And Karnovsky Limited, 
A Wholesale Pharmaceutical Company, And Other Companies.  In A Bid To 
Take Control Of The South African Pharmaceutical Industry, The Wolf Heller 
Standard Finance Corporation Limited Acquired Sad In The 1950s.  The Heller 
Group Was Liquidated In 1961, And Sad Was Placed Under Judicial 
Management.  The Then Managing Director And Board Chairman Were 
Responsible For Discharging The Judicial Management Order. 
 
SAD was listed on the Johannesburg Stock Exchange (JSE) in 1969.  In 1978, 
the Alumina Group acquired the majority of SAD shares, and SAD became a 
partly owned subsidiary of Federale Volksbeleggings Beperk.  In 1983, minority 
shareholders were bought out and SAD became a wholly owned subsidiary of 
Federale Volksbeleggings Beperk. 
 
SAD was relisted on the JSE in 1987.  In 1991, Malbak purchased SAD.  
Malbak was unbundled in 1996 and control of SAD passed over to Sanlam’s 
industrial arm, Sankorp (The history of South African Druggists [online], 1999, 
[cited 12 May 1999]).  Fedsure became the majority shareholder of SAD in 
1997.  In 1999 Investec took over as the majority shareholders of SAD.  
Investec then sold Pharmacare Ltd to Aspen Healthcare Group, who in turn sold 
the Intramed manufacturing facility to Macmed. 
 
 
3.4.2 PHARMACARE LTD 
 
In 1996, Sad Created Pharmacare Ltd. In Order To Consolidated Its 
Pharmaceutical Businesses Under A Single Management Structure With A 
Unified Vision (See Figure 3.4).  The Intention Was That Pharmacare Would Be 
A Strategically Focussed Pharmaceutical Company To Meet The Growing Need 
For Equitable, Accessible, And Affordable Healthcare In South Africa And 
Further Afield.  The Primary Strategy For Pharmacare Was As Follows: 
 
“To focus on outstanding distribution, marketing, and sales functions to 
ensure customer satisfaction across the board.” 
 
 
 
 
 
 
 
 
Figure 3.4 SAD organigram (1996) 
 
 
SOURCE: SOUTH AFRICAN DRUGGISTS LIMITED: ANNUAL 
REPORT, 1996 
 
 
Pharmacare is the top performer of its holding company, SAD.  The annual 
turnover is around R1 billion and Pharmacare employs around 2 500 
employees.  Pharmacare is the largest manufacturer and marketer of 
pharmaceuticals in Southern Africa.  Pharmacare exports to 39 countries and is 
continually exploring further global opportunities (Pharmacare Ltd: The 
company [online], 1999, [cited 12 May 1999]). 
 
Pharmacare’s product range includes the following brands: 
 
• Branded differentiated ethicals 
• Hormonal products 
• Self-medication brands 
• Infant nutritionals 
• Intravenous fluids 
• Injectables 
•  Generic medicines 
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Up To The First Quarter Of 1999, Products Were Manufactured In Eight 
Factories In Johannesburg, Port Elizabeth, And East London (Pharmacare Ltd: 
The Company [Online], 1999, [Cited 12 May 1999]).  Currently, Pharmacare Is 
Owned By Aspen Healthcare And Seven Factories Still Operate Under The 
Banner Of Pharmacare Ltd, With The Exclusion Of Intramed, Who Is Currently 
Owned By Macmed.  For The Purpose Of This Study Two Manufacturing 
Facilities In Port Elizabeth Will Be Taken Into Consideration.  These Facilities 
Are Lennon And Intramed. 
 
 
3.4.3 LENNON 
 
Berry Grey Lennon was born in Ireland (1835) and served his apprenticeship as 
pharmacist in Cape Town.  In 1856 Lennon was offered a partnership in a 
dispensary opened in Port Elizabeth by George Edward Dunsterville.  In 1863 
Lennon became sole owner of the thriving Port Elizabeth dispensary (History of 
Lennon Limited, 1989: 1-2). 
 
The dispensary was expanding fast and Lennon was forced to hire more staff.  
Revell Fairclough was running the business, and he was made a full partner in 
1871, and the company’s name changed to B.G. Lennon and Company.  
Lennon died in 1877 at the age of 42.  Fairclough opened the first retail chemist 
branch in Cape Town in the early 1880s, followed by branches across the 
country. 
 
Apart from Fairclough, the other board members of Lennon and Co Ltd had no 
experience in setting up intricate manufacturing processes, as they were 
practising retail pharmacists.  In the 1930s, Lennon Port Elizabeth was the 
largest pharmaceutical company in the Southern Hemisphere.  Towards the end 
of the 1930s, the Lennon manufacturing facility was moved to its current 
location in Fairclough Street, overlooking the North End Lake (History of Lennon 
Limited, 1989: 1-14).  
 
 
 
3.4.4 INTRAMED 
 
According To P Joubert (Personal Communication, 18 May 1999) Intramed 
Started Its Manufacturing Operation In 1992, Next To Lennon Overlooking The 
North End Lake.  Intramed Is Currently A Leading Manufacturer Of Parenteral 
Products.  Both Large Volume Products Such As Infusion Solutions And Small 
Volume Injectables Are Produced (Sad Annual Report, 1994: 18).  Up To The 
First Quarter Of 1999, Intramed Made Up Part Of Pharmacare Ltd (See Figure 
3.5).  In 1999 Intramed Was Purchased By Macmed (See Figure 3.6).  
According To L Els (Personal Communication, 21 May 1999) Intramed Employs 
Approximately 270 Employees. 
 
 
Figure 3.5 SAD and Pharmacare organigram (pre 1999) 
 
 
SOURCE: SA DRUGGISTS: ANNUAL REVIEW FOR 
EMPLOYEES, 1994 
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Figure 3.6 Organigram for Lennon and Intramed (1999) 
 
 
 
3.5 THE THEORY OF EFFECTIVE SUPERVISION 
 
3.5.1 DEFINITION OF SUPERVISION 
 
In order to fully comprehend the definition of supervision, it is important to 
understand the basic organisational hierarchy.  The way in which organisations 
are structured has not changed much over the last 4 000 years.  Many 
organisations still use the traditional pyramid structure with the directors at the 
top of the pyramid, and the workers at the bottom.  Information and instructions 
travel from one level to another level within the organisation.  The direction of 
this information flow can be downward from top management to the workforce 
or upward from the workforce to top management.  The information is 
interpreted, adapted, and changed as it moves through the hierarchy 
(Humphrey and Halse, 1990: 1-2).  This results in two important conclusions, 
namely: 
 
• There may be a number of levels between top management and the 
operators in the organisation’s hierarchy. 
 
• The supervisor is the important link between management and the 
workforce, or the workforce and management. 
Aspen 
Healthcare 
Pharmacare Ltd. 
Lennon Intramed 
Macmed 
 Figure 3.7 illustrates the typical organisational structure used by many 
organisations. 
 
 
Figure 3.7 Traditional view of an organisational structure 
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SOURCE: HUMPHREY AND HALSE, 1990: 2 
 
 
The shareholders are the owners of the organisation and are responsible for 
policy-making and appointing the Chief Executive Officer (CEO) or Managing 
Director (MD).  The CEO or MD is responsible for the task of managing the 
organisation.  Senior management report directly to the CEO or MD.  They are 
usually in charge of a single overall function such as production, finance, or 
marketing.  Middle management does not report directly to the CEO or MD, but 
report to senior management.  Supervisory management is the lowest level of 
management and is called first line management.  This level of the organisation 
will be discussed in great detail in the following paragraphs.  Lastly, the workers 
are responsible for doing the physical task of production, marketing, finance, 
etc. (Yuill, 1968: 5-7). 
 
Sartain and Baker (1972: 18-19) define supervision as follows: “The term 
supervision designates the fundamental duties of the job at the very bottom or 
first level of the management hierarchy, the job that bears the formally assigned 
authority and responsibility for planning and controlling the activities of 
subordinates.”  Therefore, a supervisor is a person who is given the authority 
and responsibility for planning and controlling the work of a group of 
subordinates, normally at the lowest level of management.  A supervisor is also 
responsible for the welfare, behaviours, and performances of non-management 
employees (Plunkett, 1996: 4). 
 
 
3.5.2 THE SKILLS OF THE SUPERVISOR 
 
In order for a supervisor to successfully carry out his responsibility of controlling 
and planning the welfare, behaviours, and performance of his subordinates, the 
supervisor requires certain skills.  Plunkett (1996: 5) identifies three major skills 
categories, namely human skills, technical skills, and conceptual skills.  Reber 
and Van Gilder (1982: 11) go further to state that these skills are important to 
facilitate effective supervision.  The relative importance of the three 
management skills varies with the level of management.  This is clearly 
illustrated in figure 3.8.  The three skills of management are defined as follows 
(Plunkett, 1996: 5-8): 
 
• Technical skills 
This relates to the supervisor’s proficiency and understanding of specific 
techniques, processes, methods, and procedures required in carrying out a 
specific job.  The supervisor’s technical skill must be at a level where he can 
both practise the skill; as well as pass it on to his subordinates.  More 
technical skills are required at the lower end of the organisation structure 
than required by those in senior and top management. 
 
• Human skills 
This is the ability to communicate and interact effectively with other people.  
These skills include the ability to motivate and influence subordinates to 
achieve set goals, to develop and establish an effective team, to 
communicate effectively, and the ability to gain acceptance for change. 
 
• Conceptual skills 
These skills enable the supervisor to visualise the organisation as a whole, 
and enable him/her to see that a change at one area of the organisation will 
affect another area of the organisation.  These skills are more important to 
upper management than to the supervisor. 
 
 
Figure 3.8 Relative importance of skills at different management levels 
 
 
SOURCE: HUMPHREY AND HALSE, 1990: 2 
 
 
3.5.3 POWER OF THE SUPERVISOR 
 
A supervisor possesses power that enables him to influence his subordinates.  
In chapter 2 (paragraph 2.2.3), five types of power were defined, namely 
legitimate power, expert power, reward power, coercive power, and referent 
power.  Furthermore, there are three dimensions of management power, 
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namely authority, responsibility, and accountability.  These are defined as 
follows: 
 
• Authority 
Plunkett (1996: 70-72) defines authority as follows: “This is the right to give 
orders and instructions to others and to use organisational resources.”  A 
supervisor’s authority includes the right to make decisions, to take action in 
order to control costs and quality, and to exercise the required discipline over 
his subordinates to help them carry out these responsibilities. 
 
• Responsibility 
Plunkett (1996: 70-72) defines responsibility as follows: “This is the 
obligation each person with authority has to execute his duties to the best of 
his ability.”  Responsibilities are also spoken of as duties.  Responsibilities 
are delegated to the supervisor from above and are expected from him in his 
work.  Not only must the supervisor perform his duties, but he must also 
perform them in the limits he received from his superiors.  
 
• Accountability 
Plunkett (1996: 70-72) defines accountability as follows: “This is having to 
answer to your superiors or team mates for your actions, performance, or 
failure to perform to standards.”  Accountability can not be delegated, but the 
person is accountable when the authority is delegated to him. 
 
 
3.5.4 RESPONSIBILITIES OF THE SUPERVISOR 
 
Hay and Bittel (1970: 3) state that there are very few jobs that encompass as 
many responsibilities as that of a supervisor.  Basically, the supervisor is 
responsible for his subordinates, the work to be performed, and the workplace.  
The supervisor is given formal authority to control these responsibilities. 
 
The supervisor is responsible for six basic elements, namely his subordinates, 
work, costs, machines and equipment, materials, and the workplace.  These 
basic elements are shown in table 3.3 with their respective responsibilities 
(Betts, 1968: 10-11). 
 
The supervisor’s responsibilities extend further to the implementation of new 
ideas generated by himself, his team, or staff specialists.  He may also from 
time to time be responsible for certain non-supervisory activities, such as 
standing in as a relief operator and operating a machine, stapling pages of a 
report together, doing filing, etc.  He is responsible for a certain level of 
decision-making and he has responsibilities towards his co-workers and other 
members of the supervisory group.  Lastly, the supervisor is responsible to his 
own supervisor or manager and other members of middle and top management 
(Hay and Bittel, 1970: 3-4). 
 
 
Table 3.3 Responsibilities of a supervisor 
 
ITEM ELEMENT RESPONSIBILITY 
1. Subordinate Leadership, morale, consultation, mediation, discipline, 
welfare, safety, employment, induction, and training 
2. Work Quantity, quality, and timeliness 
3. Cost Maximum economy 
4. Machines and equipment Maintenance and loading operation 
5. Materials Supplies, waste, and suitability 
6. Workplace Layout, tidiness, and good housekeeping 
 
SOURCE: BETTS, 1968: 10-11 
 
 
In their study of the supervisory environment, Hay and Bittel (1970: 4) identified 
the average amount of time that a normal supervisor spends on the various 
activities and elements of his daily responsibilities.  These percentages are 
indicated in table 3.4. 
 
The supervisor’s responsibilities can only be fulfilled if he has the authority to 
execute his organisational functions (Betts, 1968: 11).  The functions of the 
supervisor will be discussed in more detail in paragraph 3.5.5. 
 To be effective the supervisor must work in total symmetry with three primary 
groups.  The supervisor’s responsibilities extend to his subordinates, his peers, 
and his superiors (Plunkett, 1996: 8-10): 
 
• Relations with subordinates 
The key to effective supervision lies in the supervisor’s ability to gain the 
trust and respect of his subordinates.  The supervisor must get to know his 
subordinates as human beings.  It is of great importance for the subordinates 
to know that their supervisor cares about them and is willing to help them 
with their problems.  The supervisor needs to know his subordinates and 
become familiar with their problems.  
 
 
Table 3.4 Time period spent by supervisor on responsibilities 
 
ACTIVITY % OF DAY 
Production and standards 28% 
Personnel administration 27% 
Tools, machines, and equipment 18% 
Quality control 13% 
Materials 7% 
Meetings and special activities 2% 
Miscellaneous 5% 
TOTAL 100% 
 
SOURCE: HAY AND BITTEL, 1970: 4 
 
 
• Relations with peers 
Peers are the individuals that are on the same level of the organisation and 
possess similar levels of authority.  The supervisor must co-operate and co-
ordinate with his peers if their departments are to operate in harmony.  The 
supervisor’s peers represent a pool of talent and experience to tap on and 
contribute to.  Supervisors that are willing to share their experience will be 
labelled as being co-operative and sociable, thereby strengthening their 
careers and relationships with their peers. 
 
• Relations with superiors 
The person whom the supervisor reports to is a middle manager.  The 
middle manager executes all the functions of management and is evaluated 
also on the basis of the supervisor’s performance.  The middle manager has 
to develop and maintain sound working relations with his subordinates.  The 
supervisor owes his superior allegiance and respect and must be a loyal 
follower if he intends to be a successful leader of his own subordinates. 
 
 
3.5.5 FUNCTIONS OF THE SUPERVISOR 
 
As Established Previously In This Chapter, Supervision Deals With Getting 
Things Done Through Others.  The Supervisor Instructs His Subordinates What 
To Do (George, 1982: 9-10).  There Are Four Major Sets Of Activities That Are 
Performed Daily By Supervisors, Namely Planning, Organising, Directing, And 
Controlling.  These Supervisory Functions Are Discussed In More Detail: 
 
• Planning 
The supervisor has to plan his own work and the work of his subordinates 
(Yuill, 1968: 12-13).  Planning is the supervisory function that decides in 
advance what should be done.  The result of good planning is that everyone 
knows exactly what, when, how, and where work is to be done (Sartain and 
Baker, 1972: 13).  Without planning, the supervisor’s department will 
become disorganised and ineffective.  According to De Lange (1983: 3), 
supervisors spent much less time on the planning function compared to 
middle and top management.  The planning carried out by supervisors 
usually relates to short-term goals, those of translating organisational goals 
into work-section goals.  This does not mean that supervisors can not be 
involved in the planning of longer-term goals.  One way to improve the co-
operation of supervisors is to involve them in the long-term planning process 
(Sartain and Baker, 1972: 13). 
 • Organising 
According to De Lange (1983: 3), the organising function can be 
summarised in the following actions: plant and layout planning, organisation 
of employees, materials, machines and tools, administration, marketing, and 
production.  Organising is the who, in which environment, and with how 
much authority are goals achieved (Sartain and Baker, 1972: 13-14).  One of 
the major organising functions relates to that of organising people.  This is 
discussed in more detail later under the heading of staffing. 
 
• Directing (leading) 
Directing deals with influencing, guiding, and supervising of subordinates in 
their jobs.  It is not only telling them what to do, but also explaining why it 
should be done and involves a lot of communicating (George, 1982: 11).  
Directing further includes activities such as leading, motivating, teaching, 
guiding, challenging, developing, praising, and criticising.  As explained 
earlier, supervisors spend relatively little time on planning, but the supervisor 
spends a lot more time on directing due to the close interaction he has on his 
subordinates (Sartain and Baker, 1972: 14).  
 
• Controlling 
Unless the organisation evaluates its effort and compares the actual 
performance with the planned performance, it will not know how effective its 
management is.  Control is the check-up function of management and it is 
used by the organisation to ensure that the objectives are being met as 
planned.  Controlling further involves the setting of standards, periodic 
measurement of performance, feedback on performance, and taking 
corrective action if required (Sartain and Baker, 1972: 14-15; George, 1982: 
11). 
 
The four functions of supervision apply to all levels of management in the 
organisation.  Each level of the organisation spends different amounts of time 
on each of the functions.  Top management spends more time on planning and 
supervisors spend more time on directing (Plunkett, 1996: 87-88).  Figure 3.9 
illustrates the proportion of time spent by each level of the organisation on the 
functions of management. 
 
 
Figure 3.9 The proportions of time spent on the management functions 
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SOURCE: PLUNKETT, 1996: 87 
 
 
In addition to planning, organising, directing, and controlling there are two other 
management functions that a supervisor performs less frequently, namely 
staffing and co-ordinating.  These management functions are defined in more 
detail: 
 
• Staffing 
Staffing is defined and the supervisory responsibility for interviewing, 
selecting, recruiting, inducting, and instructing his subordinates in 
accordance to the work roles that he defined (Yuill, 1968: 13).  George 
(1982: 10-11) further states that staffing means putting people in positions 
where their skills are needed and there is growth opportunity for the person.  
Good staffing will lead to a workplace conducive to productivity (Sartain and 
Baker, 1972: 13-14).  Staffing functions vary from organisation to 
organisation.  In some cases it is the responsibility of only the supervisor, or 
the responsibility could be split between the supervisor and the personnel 
department, or it could be the sole responsibility of the personnel department 
(George, 1982: 10-11).  
 
• Co-ordinating 
The supervisor must clearly understand the functions, objectives, and tasks 
of the related departments in order to fully appreciate how his department 
affects the overall effort.  He may be requested to co-ordinate the efforts of 
other departments in order to achieve a set goal or objective.  In this 
example, the supervisor will be expected to work closely with other 
departments, i.e., planning, budgets, inventories, quality, etc., and will see 
how the effort of his subordinates affects the other departments and the total 
organisation (Yuill, 1968: 13). 
 
 
3.6 THE UNIQUE CHARACTERISTICS OF THE SUPERVISORY 
ENVIRONMENT WITHIN LENNON AND INTRAMED 
 
In this section the unique characteristics that make up the supervisory 
environment within Lennon and Intramed will be discussed in more detail.  The 
information documented in the next sections was obtained through a personal 
interview process.  Rob Stewart, the production manager for Lennon, and Kerry 
Bryans, the production manager for Intramed, were interviewed.  A structured 
interview approach was used, and questions focussing on the following 
variables were asked: organisational levels, characteristics of the supervisor, 
level of power of the supervisor, duties and type of work performed by the 
supervisor, characteristics of the subordinates, and organisational culture within 
Lennon and Intramed. 
 
 
 
 
 
3.6.1 ORGANISATIONAL LEVELS AT LENNON AND INTRAMED 
 
The organisational structures for both Lennon and Intramed are similar in 
composition.  The organisational levels within Lennon and Intramed follow 
closely that of a typical organisational structure.  Figure 3.10 illustrates the 
structures used by Lennon, and figure 3.11 illustrates the structure used by 
Intramed. 
 
 
Figure 3.10 Organisational levels at Lennon 
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SOURCE: ORGANISATIONAL CHART, LENNON, 1999 
 
 
The organisational levels at Lennon and Intramed can be subdivided into the 
three levels of management; namely top management, middle management, 
and lower management.  At Lennon and Intramed, top management is 
represented by the following titles: 
 
• Managing Director (MD) 
• General Manager (Site Manager) 
 
At Lennon and Intramed, middle management is represented by the following 
titles: 
 
• Production Manager 
• Process Manager or Shift Manager 
 
 
Figure 3.11 Organisational levels at Intramed 
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Lastly, at Lennon and Intramed, supervisory management is represented by the 
following titles: 
 
• Shift Supervisor 
• Team Leader 
 
The team leader is used in both factories as a team leader and a relief worker.  
This means that if one of the workers leaves the production area for any reason, 
the team leader will step into that worker’s position and continue the flow of 
production work.  As soon as the worker returns to his/her position, the team 
leader will step out to continue his/her administrative team leader functions. 
 
For the purpose of this study, only supervisors (shift supervisors) will be 
included under the definition of first line production supervision. 
 
 
3.6.2 CHARACTERISTICS OF THE SUPERVISOR AT LENNON AND 
INTRAMED: A MANAGEMENT PERSPECTIVE 
 
The Production Managers Identified Certain Key Characteristics That Typify 
Their Supervisors. R Stewart (Personal Communication, May 1999) Identified 
The Following Characteristics Of Supervisors At Lennon: 
 
• They all possess a matric as a minimum education level. 
• The best worker usually ends up as being the team leader or supervisor. 
• They have earned the respect of their subordinates. 
• They possess some form of informal leadership skills. 
 
K Bryans (personal communication, May 1999) identified the following 
characteristics of supervisors at Intramed: 
 
• They all possess a matric as a minimum education level. 
• They are motivated. 
• The supervisors are honest. 
• They possess very good inter-personal skills. 
• They are reliable and accurate in their task execution. 
 
The overall characteristics or traits of a supervisor as identified by the 
production managers are summarised and illustrated in table 3.5. 
 
In chapter 2 it was stated that the relationship between the leader or supervisor 
and the subordinate could either be of high quality or of low quality.  The 
supervisor-subordinate relationship can either be defined as one of the following 
possibilities: 
 
• When the subordinate only gives the organisation what is required from 
him/her in his/her employment contract, and the supervisor gives the 
subordinate little latitude and avoids delegating to his/her subordinates, it is 
said that the supervisor-subordinate relationship is of low quality. 
 
• When the subordinates express greater loyalty and commitment, and the 
supervisors give the subordinates better assignments and greater latitude, it 
is said that the supervisor-subordinate relationship is of high quality.  The 
supervisor and subordinate have a more positive relationship and trust each 
other.  These subordinates have better attendance records and perform 
better at their required tasks. 
 
 
Table 3.5 Supervisory characteristics or traits 
 
Supervisory characteristics or traits related to 
Personal Subordinates Task 
• Informal leadership skills 
• Sincerity 
• Honesty 
• Enthusiasm 
• Reliability 
• Inter-personal skills 
• Matric 
• Earned respect 
• Authority over 
subordinates 
• Best worker = supervisor 
• Able to cope with task 
and situation 
• Accurate in task 
completion 
 
 
Based on the characteristics identified by the production managers from the two 
organisations, both the supervisors at Lennon and at Intramed have a high 
quality supervisor-subordinate relationship.  There is trust, sincerity, honesty, 
and reliability between the supervisors and the subordinates. 
 
Apart from the supervisor-subordinate relationship, the traits of the supervisor is 
also an important factor in the leadership effectiveness of the supervisor.  The 
traits that the supervisors at Lennon and Intramed possess are clearly identified 
by the production managers and summarised in table 3.5.  
 
A final thought on the leader’s characteristics relates to his/her assumptions 
regarding his/her subordinates.  These assumptions determine the way he/she 
will treat and lead them.  It was unclear from the discussion with the production 
managers to exactly what they thought the supervisor’s assumptions were of 
their subordinates.  This uncertainty will be clarified after the gathering of the 
empirical information. 
 
 
3.6.3 LEVEL OF POWER OF THE SUPERVISOR AT LENNON AND 
INTRAMED 
 
Supervisors possess certain powers at Lennon and Intramed.  The levels of 
power vary only slightly between the two factories.  According to R Stewart and 
K Bryans (personal communication, May 1999), the levels of power of 
supervisors at Lennon and Intramed are as follows: 
 
• The supervisors at Lennon and Intramed do not have monetary signing 
power. 
 
• At Lennon and Intramed, the supervisors have the power to request.  This 
includes the requisition of raw materials, labour, cleaning agents, etc. 
 
• They have the power to discipline.  The supervisors at Lennon rarely 
exercise their power to discipline, as they fear that this may lead to tension 
within their social environment.  The supervisors at Intramed also possess 
the power to discipline, and they exercise this right to discipline their 
subordinates according to the organisation’s disciplinary procedure. 
 • The team leaders at Lennon and Intramed have the responsibility, authority, 
and accountability over their respective production lines.  The supervisor is 
responsible, accountable, and has authority over a couple of production 
lines in the department. 
 
From chapter 2 it is clear that leaders have different levels of power (see 
paragraph 2.2.3).  The extent to which a leader or supervisor has legitimate, 
coercive, and reward power is an indication of his/her position power.  If the 
leader or supervisor has strong position power, it is favourable to him/her as it 
simplifies his/her ability to influence his/her subordinates.  If the leader or 
supervisor has weak position power, it is unfavourable to him/her as it makes 
his/her task difficult due to the fact that he/she has to rely on his/her personality 
and traits as source of influence. 
 
It is very clear from the discussion with the production managers that the 
supervisors have weak position power.  They only have the mundane power to 
request materials etc.  They have the minimal disciplinary power and possess 
no monetary signing power.  Neither do they have the power to reward their 
subordinates financially. 
 
 
3.6.4 DUTIES AND TYPE OF WORK PERFORMED BY THE SUPERVISOR 
AT LENNON AND INTRAMED 
 
Supervisors Perform A Wide Variety Of Duties Within The Factories.  Job 
Descriptions Were Used To Identify The Duties And Type Of Work Performed 
By The Supervisors In Lennon And Intramed.  Supervisors At Lennon Perform 
The Following Functions And Duties (Job Descriptions At Lennon, 1999): 
 
• Responsible for planning of work for his/her designated area 
• Responsible for the productivity of his/her area 
• Responsible for the lost time in his/her area 
• Responsible for the absenteeism of his/her area 
• The supervisor has to ensure that the necessary equipment and 
components are available to the employees to do the required job 
• Responsible for the output of his/her area, and the staff under his/her control 
• Co-ordinates work of the area 
• Responsible for pharmaceutical issues and aspects of the job, such as good 
manufacturing practice (GMP), etc 
 
Supervisors at Intramed perform the following functions and duties (job 
descriptions at Intramed, 1999): 
 
• Check on absenteeism and controls subordinate time keeping 
• Allocates work to subordinates 
• Ensures compliance with all standard operating rules and regulations 
• Requisition of consumables and materials for activity to be performed 
• Supervises subordinates to ensure that all activities are correctly and 
efficiently undertaken 
• Maintain discipline at all times 
• Ensure process continuity from the start of the process to the end of the 
process 
• Ensure timeous corrective action is taken as and when required 
• Ensure that the area meets its daily production and performance targets 
• Assist in the training of his/her subordinates 
• Plans production requirements at least one day ahead of time 
 
The behavioural leadership theories identified in chapter 2 identify two major 
leadership dimensions.  They are task-orientation and employee-orientation.  
The task-orientation leadership dimension is the degree to which the supervisor 
organises and defines the task for his/her subordinates and focuses on meeting 
schedules and high productivity.  This leadership dimension is also known as 
initiating structure or production-orientation.  In contrast to task-orientation there 
is employee-orientation.  The employee-orientation leadership dimension is the 
degree to which the supervisor trusts, respects, and supports his/her 
subordinates.  He/she is focussed on his/her subordinates and their higher job 
satisfaction.  This leadership dimension is also known as consideration. 
 The employee-oriented leader or supervisor is more likely to be in charge of 
high-performance teams as compared to a task-oriented leader or supervisor.  
For the leader or supervisor to be effective, he/she must have a supportive 
relationship with his/her subordinates and encourage them to set and achieve 
their own goals. 
 
At Lennon and Intramed, supervisors are tasked to plan the work for their 
subordinates.  Also, due to the nature of the business, the use of standard 
operating procedures in the manufacturing process is essential, which indicates 
a certain minimum level of task-orientation at Lennon and Intramed. 
 
 
3.6.5 CHARACTERISTICS OF THE SUBORDINATES AT LENNON AND 
INTRAMED 
 
It should be noted that certain subordinate characteristics have an influence on 
the supervisor’s leadership effectiveness.  R Stewart (personal communication, 
May 1999) identified a few examples of these subordinate characteristics at 
Lennon, and they are as follows: 
 
• Level of education varies from totally illiterate to post-school qualification. 
• People are set in their ways and very resistant to change. 
• The people are not dynamic and not outward going. 
• The employees are very sceptical of management and new ideas. 
• The ethnic make-up of the subordinates is African and Coloured in majority. 
• There is a very strong union presence among the subordinates, and the 
union plays a major influence in the organisation. 
 
K Bryans (personal communication, May 1999) identified a few examples of 
subordinate characteristics at Intramed.  The Intramed subordinate 
characteristics vary considerably from those identified at Lennon.  The Intramed 
subordinate characteristics are as follows: 
 
• The ethnic make-up of the subordinates is Coloured in majority. 
• The minimum level of education for all Intramed employees is matric. 
• Due to their educational level, the subordinates are enthusiastic, innovative, 
and motivated. 
• The employees are mature and highly focussed. 
• There is a strong union presence, but the influence that the union has on the 
organisation is not that strong. 
 
In chapter 2 the level of maturity of the subordinate was discussed (see 
paragraph 2.5.3.2).  The maturity of the subordinate is an important factor in 
leadership effectiveness.  Four levels of maturity exist and are summarised as 
follows: 
 
• At a low level of maturity the subordinate is both unable and unwilling to take 
responsibility, the subordinate is neither competent nor confident. 
• At a moderate to low level of maturity the subordinate is unable, but willing 
to take responsibility.  The subordinate is motivated, but lacks the required 
skill. 
• At a moderate to high level of maturity the subordinate is able, but unwilling 
to take responsibility because the subordinate lacks the required motivation.  
• At a high level of maturity the subordinate is both able and willing to take 
responsibility.  The subordinate is motivated and possesses the required 
expertise. 
 
It is unclear from the discussion with the production managers what the actual 
maturity levels or needs of the subordinates are.  It can be deduced that they 
consider the subordinates to be of low to moderate level of maturity due to the 
fact that the supervisors do all the planning and controlling functions for their 
areas.  The empirical information gathering will define in more detail the level of 
subordinate maturity, needs, and the level to which subordinates desire more 
autonomy. 
 
 
 
 
 
3.6.6 ORGANISATIONAL CULTURE WITHIN LENNON AND INTRAMED 
 
Another factor that could have an impact on the effectiveness of the supervisor, 
is the organisational culture.  R Stewart (personal communication, May 1999) 
defined the organisation culture at Lennon as follows: 
 
• Lennon is a machine bureaucracy.  In other words, the company is totally 
task oriented with all effort going into machine performance. 
• It is an old plant with older people. 
• The organisation is strangled by red tape. 
• The organisation is characterised as conservative. 
 
The organisational culture at Intramed differs from that of Lennon’s.  K Bryans 
(personal communication, May 1999) defined the organisation culture at 
Intramed as follows: 
 
• Due to the nature of the products being manufactured, Intramed makes use 
of advanced technological equipment.  The manufacturing focus is machine 
oriented and semi-automated.  The packing and inspection operations are 
labour oriented. 
• It is a new plant with a majority of young employees. 
 
As stated in chapter 2, situational or organisational factors have been identified 
as major influences in leadership effectiveness.  Involvement in decision-
making can be used as an indicator of a leader or supervisor’s dominant 
leadership style.  Listed below is the relationship between leadership style and 
involvement in decision-making: 
 
• An autocratic leader or supervisor makes the decision and solves the 
problem solely.  He/she does not involve his/her subordinates in the 
decision-making process and the subordinates do not share their 
suggestions on how to solve problems with him/her.  Subordinates work 
under constant threat of punishment. 
 
• A consultative leader or supervisor shares the problem with individual 
subordinates.  He/she gets ideas and solutions from the subordinates on an 
individual basis, or gets ideas and suggestions from the group collectively.  
The leader or supervisor makes the decision that may or may not include the 
suggestions obtained from the subordinates or group. 
 
• A democratic or participative leader or supervisor shares the problem with 
his/her group of subordinates.  Together the leader or supervisor and the 
subordinates make decisions and evaluate alternatives in an attempt to 
solve the problem.  This leadership style is also effective where tasks are 
uncertain. 
 
It is unclear from the discussion with the production managers what the actual 
participation levels are between management and the subordinates.  The 
empirical information gathering will define in more detail the level of involvement 
of subordinates in decision-making and to what extent this participation in 
decision-making is seen to be of value to the subordinates. 
 
Certain situations are favourable to the leader or supervisor and other situations 
are unfavourable to the leader or supervisor.  In cases where the job is of 
routine nature and the leader or supervisor can refer to a standard operating 
procedure, the situation is favourable to the leader or supervisor.  In complex 
and non-routine jobs the leader or supervisor has to guide and direct the 
subordinates, the situation is considered unfavourable to the leader or 
supervisor.  Due to the nature of the pharmaceutical business, regulations and 
procedures drive the manufacturing process.  Therefore, the situation in Lennon 
and Intramed is favourable to the leader or supervisor. 
 
 
 
 
 
 
 
3.7 CONCLUSION 
 
This Chapter Focussed On The Background Of The Pharmaceutical Industry 
And The Supervisor’s Role In This Industry.  Firstly, The Pharmaceutical 
Industry Has Been Defined From A Global Point Of View, And Then From A 
South African Perspective.  The History Of South African Druggists (Sad) And 
Pharmacare Ltd. Was Also Discussed.  Special Reference Was Made To 
Lennon And Intramed And Their Relationship With Pharmacare Ltd. And Sad. 
 
Secondly, the theory of supervision was described.  Particular reference was 
made to the definition of a supervisor, the skills that a supervisor should 
possess, the power of the supervisor and how it is used, the responsibilities of 
the supervisor, and the functions that a supervisor carries out.   
 
Lastly, the characteristics of supervisors in Lennon and Intramed were 
identified.  Particular reference was made to the organisational structure at 
Lennon and Intramed, the characteristics that the supervisors have at these 
organisations, the level of power they possess, the duties and responsibilities of 
the supervisors, and the impact of the subordinates and organisational culture 
on the leadership effectiveness of the supervisors at Lennon and Intramed. 
 
In the next chapter attention will be given to the gathering of empirical 
information.  The aim of this chapter is to plan the gathering of the information in 
order to ensure that information is accurate and of value. 
CHAPTER 4 
 
The gathering and processing of empirical information 
 
 
4.1 INTRODUCTION 
 
In chapter 2 the characteristics for effective leadership were identified.  The 
pharmaceutical industry and its specific characteristics that can have an 
influence on the supervisor’s leadership effectiveness were discussed in 
chapter 3.  Furthermore, the specific characteristics of the supervisor in the 
pharmaceutical industry were identified. 
  
In order to establish how the supervisors at Lennon and Intramed compare with 
the theory of leadership and supervision, it is necessary to gather information 
regarding the actual supervisory behaviour and environment at Lennon and 
Intramed.  Therefore, it is firstly the aim of this chapter to critically examine the 
various investigation and assessment tools.  Secondly, the population will be 
determined and the actual assessment tool that will be used will be explained.  
Lastly, this chapter will deal with the processing of the response data received. 
 
 
4.2 DATA COLLECTION METHODS 
 
In order to achieve the objectives of any research, it usually requires the 
gathering of new information.  There are various methods of data collection and 
three broad categories for data collection can be identified.  These categories of 
data collection are identified and defined as follows (Schnetler, Stoker, Dixon, 
Herbst, & Geldenhuys, 1989: 15-40): 
 
• Standardised data collection 
This category consists of tests to measure characteristics such as 
intelligence, aptitude, ability, achievement, interests, habits, and personality 
characteristics.  The measurement instruments used in this category are 
standardised and administered according to a standard procedure described 
in a user’s manual.  A typical example of a measurement instrument in this 
category is the well-known IQ test. 
 
• Unstructured data collection 
This data collection method takes the form of an unstructured or free 
interview, in-depth discussion without a fixed schedule or questionnaire.  In 
this category of data collection the emphasis is on individual cases and not 
on group behaviour.  Observation is another form of unstructured data 
collection that is used in research where persons are unable to express 
themselves through normal communication.  Observation is a very 
specialised technique and requires considerable experience in it to be of 
good effect. 
 
• Structured data collection 
This data collection method makes use of a formalised list of questions or 
questionnaire to obtain the information required.  There are four categories 
that structured data collection can be divided into, namely individual 
interviews, the postal survey, group completion of individual questionnaires, 
and the telephone survey.  These four structured data collection methods 
are discussed in more detail in the following paragraphs. 
 
 
4.3 STRUCTURED DATA COLLECTION 
 
As Mentioned In The Previous Paragraph There Are Four Categories Of 
Structured Data Collection.  These Four Categories Are Individual Interviews, 
Group Completion Of Individual Questionnaires, The Telephone Survey, And 
The Postal Survey.  A Concise Definition Of Each Of The Categories As Well 
As The Advantages And Disadvantages Associated With Each Follows: 
 
 
 
 
4.3.1 INDIVIDUAL INTERVIEWS 
 
The individual interview is usually conducted at the respondent’s home.  By 
using this type of data collection method, it allows the interviewer to 
communicate by asking questions using voice, body language, facial 
expressions, etc, and allows the interviewee to make use of voice, body 
language, facial expressions, etc. to formulate his response (Schnetler et al, 
1989: 16). 
 
Bless and Higson-Smith (1995: 111) identify three clear advantages of 
individual interviews as data collection method.  Firstly, this form of data 
collection can be administered to illiterate respondents.  Because the 
interviewer reads the question and writes down the response, the respondent 
does not have to be able to read and write.  Secondly, the interviewer has the 
opportunity to further explain a question or words in a question if he senses that 
the respondent does not fully understand the question.  Thirdly, by using the 
interview method, the interviewer can ensure that all the questions are 
answered, and that difficult questions are not left out.  This is made possible 
due to the fact that the interviewer is personally administering the questionnaire.  
A further advantage of the interview is that it has the highest response rate of all 
data collection methods (Neuman, 1994: 245).  Lastly, an important advantage 
to be obtained from interviewing is the personal contact and interaction between 
the interviewer and the respondent during the interview process (Jackson, 
1995: 122). 
 
Jackson (1995: 122) identifies two major disadvantages to the individual 
interview.  Firstly, using the individual interview as survey method is one of the 
most expensive methods of survey.  Secondly, it is a very time consuming 
method of data collection.  One interviewer can only handle a limited number of 
respondents per day, and therefore time becomes a limitation.  This 
disadvantage unfolds into an additional disadvantage: in order to reduce the 
time constraint, the researcher can make use of more interviewers.  These 
interviewers need to be sufficiently trained; otherwise inconsistent responses to 
certain questions may arise (Bless and Higson-Smith, 1995: 111).  Lastly, 
interviewers may be reluctant to visit neighbourhoods they are not familiar with 
(Emory and Cooper, 1991: 320-321).  This means that samples can be limited 
to selected geographical areas, which could lead to the increase in sample 
error. 
 
 
4.3.2 GROUP COMPLETION OF INDIVIDUAL QUESTIONNAIRES 
 
This Type Of Data Collection Is A Combination Of The Individual Interview And 
The Postal Survey.  The Respondent Completes The Questionnaire, But The 
Researcher Is Present To Answer Any Questions Or Queries Regarding The 
Questionnaire.  This Method Is Usually Used When It Is Convenient To Meet 
With Groups Of Respondents (Schnetler Et Al, 1989: 25). 
 
As with the individual interview there are many advantages to this type of data 
collection method.  The following two advantages are worth defining: Firstly, this 
type of data collection almost always results in a good response rate.  Generally 
between 90% and 100% of respondents will complete the questionnaire in a 
group environment.  This high response rate is a result of a fair amount of group 
pressure on the individual to complete the questionnaire (Jackson, 1995: 111-
112).  Secondly, the unit cost of administering this method is low as large 
groups of respondents are handled together (Schnetler et al, 1989: 26-27). 
 
However, the following disadvantages of the group completion of individual 
questionnaires are identified: Firstly, certain members of the group may decide 
to make a joke of answering the questionnaire truthfully (Jackson, 1995: 112).  
This does not happen often, but the researcher must be vigilant and disregard 
any questionnaires that were not completed in good faith.  Secondly, although 
the unit cost is lower, it is still not possible to obtain extensive geographical 
representation due to time and cost constraints.  Thirdly, group pressure could 
result in skewed response from respondents.  Fourthly, certain respondents 
may feel restricted, as they have to adapt to the circumstances of others.  
Fifthly, the questionnaire is inflexible and highly structured and the respondent 
does not have the opportunity to answer in his own words.  Lastly, and 
important to the South African context, this method is restricted to literate 
respondents (Schnetler et al, 1989: 27-28). 
  
4.3.3 THE TELEPHONE SURVEY 
 
In this method of data collection the interviewer interviews the respondent using 
the telephone.  This results in verbal communication between the interviewer 
and the respondent, and the interviewer completes the questionnaire (Schnetler 
et al, 1989: 28). 
 
There are many advantages to this type of data collection method.  Firstly, 
Emory and Cooper (1991: 330-332) state that one of the most important 
advantages of this type of data collection method was its moderate cost.  This 
saving in cost was obtained in comparison to the personal interview, by 
eliminating the necessity to travel.  Secondly, by making use of a computer, the 
interviewer could enter the response into the computer as the telephone survey 
was progressing, thereby saving not only money, but time as well.  Thirdly, a 
large proportion of the population can be reached by telephone.  Therefore, due 
to the fact that the geographical coverage is very good, the telephone survey is 
an inexpensive method of enlarging the research population and sample size 
(Neuman, 1994: 244-245).  Lastly, the respondents do not have to be literate as 
the interviewer reads and completes the questionnaire for them (Schnetler et al, 
1989: 28-29). 
 
The following disadvantages to this survey method are defined: Firstly, 
respondents must be accessible by telephone, and this could lead to an 
underrepresented response from the lower socio-economic environments.  
Secondly, it is not always possible for the interviewer to convey his honest 
intentions to the respondent over the telephone and this may leave the 
respondent suspicious of the survey, and he could therefore refuse to take part 
in it (Jackson, 1995: 119-120).  Thirdly, this method does not lend itself to open-
ended questions, or questions requiring visual aids (Neuman, 1994: 244-245).  
Lastly, the length of time that the telephone interview can take is limited.  Most 
people become irritated if an interview lasts over ten minutes, therefore 
restricting the number of questions the interviewer can ask (Schnetler et al, 
1989: 29-30) (Emory and Cooper, 1991: 331-332). 
  
4.3.4 THE POSTAL SURVEY 
 
This data collection method makes use of the postal service for the sending out 
and return of questionnaires.  A variation of this data collection method is when 
the researcher hands out the questionnaires by hand to the respondents after 
which they are returned by post or collected by the sender.  It must be stated 
that a very important aspect of this surveying method is that the respondent 
completes the questionnaire himself and it is the only form of communication 
between the researcher and the respondent (Schnetler et al, 1989: 19). 
 
There are various advantages to this type of survey method.  Firstly, this is a 
low unit cost surveying method as it usually only involves printing costs and 
postal tariffs (Jackson, 1995: 112-113).  Secondly, distance and accessibility do 
not pose significant problems and therefore there is greater geographical 
coverage.  Thirdly, this method gives the respondent the freedom and time to 
decide when, where and if he will complete the questionnaire (Emory and 
Cooper, 1991: 332-333).  Fourthly, postal questionnaires are usually 
anonymous and this decreases the risk that the respondent will feel threatened 
and not return the questionnaire (Allison, O’Sullivan, Owen, Rice, Rothwell, & 
Saunders, 1996: 47).  Lastly, this is a speedy survey method as many 
respondents can be surveyed in relatively short time span and questionnaires 
can be structured to facilitate the processing of responses (Schnetler et al, 
1989: 19-20). 
 
The major disadvantages associated with this type of data collection method 
are defined as follows: Firstly, that the postal questionnaire has a high rate of 
non-response.  Secondly, it is felt that respondents will not co-operate if the 
questionnaire is long and complex.  Therefore, the respondent may not have 
the opportunity to clarify his response to a specific question (Emory and 
Cooper, 1991: 332-333).  Thirdly, the researcher has no influence over the 
conditions that exist during which the questionnaire is completed.  Fourthly, 
there is the concern that somebody other than the targeted respondent may 
complete the questionnaire without the researcher’s knowledge.  This can have 
an impact on the validity of the response information.  Fifthly, incomplete 
questionnaires that are returned to the researcher can be a serious problem.  
Lastly, the postal questionnaire limits the researcher in the types of question he 
can ask.  Open-ended and complex questions are not suited to the postal 
questionnaire (Neuman, 1994: 242-244). 
  
As mentioned above, a variation of the postal survey is where the questionnaire 
is handed out to the respondents and collected back from them.  This type of 
data collection is also known as the self-administered questionnaire (Allison et 
al, 1996: 48-49). 
 
As compared to the standard postal survey, the self-administered questionnaire 
has the following advantages over the postal survey: Firstly, it requires less time 
than the postal survey to administer.  Secondly, it allows the respondents to get 
clarity and ask questions regarding ambiguous questions that would not be 
possible with a postal survey (Allison et al, 1996: 48-49). 
 
 
4.3.5 THE CHOICE OF SURVEY METHOD 
 
Taking into consideration all the advantages and disadvantages of the various 
survey methods, it was decided to make use of the self-administered 
questionnaire.  The main reason for this choice is that it takes very little time to 
administer and the respondent stays anonymous, thereby reducing the risk of 
non-response.  Due to the fact that team leaders are closely involved with 
production functions on a daily process, the use of a questionnaire allows them 
to complete it at their own convenience.  Furthermore, this survey method has 
additional benefits of being of low unit cost and easy to process. 
 
 
 
 
 
 
 
4.4 DESIGNING AND ADMINISTERING A QUESTIONNAIRE 
 
Data Is Not Always Readily Available And A Tool Is Needed To Explore The 
Feelings, Attitudes, And Mindset Of People.  A Common Tool Used By 
Researchers To Gather Data Is The Questionnaire.  The Questionnaire Is A 
Totally Impersonal Investigation Tool (Leedy, 1997: 191). 
 
The questionnaire is a complex tool of data collection (Bless and Higson-Smith, 
1995: 115).  Certain criteria are therefore important to ensure that quality 
information is obtained from the questionnaire.  Some of these criteria are 
discussed in more detail. 
 
 
4.4.1 GENERAL GUIDELINES ON DESIGNING A QUESTIONNAIRE 
 
It is important when designing a questionnaire to list the research issues that 
need to be investigated by the questionnaire (Bless and Higson-Smith, 1995: 
115).  There are five questionnaire design stages that must be considered when 
designing a questionnaire.  They are question content, question type, question 
formulation, question wording, and questionnaire layout, and these will be 
discussed in more detail. 
 
• Stage 1: Question content 
Dependent on the type of information that is required, the content of the 
questions may vary.  Four types of questions can be differentiated based on 
content (Schnetler et al, 1989: 45-46): Firstly, factual questions are generally 
used where accuracy is of importance.  They are used to gather personal 
and sociodemographic information.  Secondly, questions on opinions and 
attitudes investigate the feelings, ideas, and values of the respondents.  The 
wording of these questions is of importance as it influences the way these 
questions are answered.  Thirdly, information questions are used to gauge 
the knowledge a respondent has on a particular topic.  The level of 
knowledge that the respondent has of the specific topic can identify certain 
attitudes that the respondent has towards a particular matter.  Lastly, 
questions on behaviour are used to establish if the behaviour takes place, 
the type of behaviour that takes place, the frequency that the behaviour 
takes place, and how important the behaviour is. 
 
 
 
• Stage 2: Type of question 
The next stage in the design of the questionnaire is to establish the type of 
question that will be used to generate the correct information as required by 
the researcher.  It is important to note that there are different types of 
questions and that one questionnaire can include a number of these types of 
questions.  There are six common types of questions (Farr and Timm, 1994: 
58): Firstly, close-ended questions make use of a yes or no, or either-or type 
of response.  Secondly, open-ended questions give the respondent the 
opportunity to respond in his own words.  This will result in a variety of 
responses on the same question, and makes it difficult for the researcher to 
quantify and/or process the responses.  Thirdly, checklist type of questions 
provide the respondent with a list of possible solutions.  The respondent then 
selects those solutions that best suit his particular situation.  Fourthly, 
multiple-choice questions give the respondent a number of solutions.  The 
respondent is then requested to select the one solution that best suits his 
particular situation.  Fifthly, ranking scale type of questions supply the 
respondent with a list of items that relate to the question.  The respondent is 
then asked to rank these items from the highest to lowest priority, or lowest 
to highest priority.  Lastly, Likert scales allow the researcher to gauge the 
respondents attitude toward a concept.  The question is normally in the 
format of a statement and has a scale that allows the respondent to indicate 
the degree to which he agrees or disagrees with the statement. 
 
• Stage 3: Question formulation 
The next stage in the design of the questionnaire is to ensure that the 
manner in which questions are formulated does not lead to errors or 
confusion.  To ensure that this is adhered to, it is important to pay attention 
to the way the questions are worded (Bless and Higson-Smith, 1995: 117).  
Listed below are some guidelines to concentrate on when formulating 
questions: 
  Questions must be kept short and simple.  It is advisable to convert 
long questions into a number of shorter and simpler questions (Bless 
and Higson-Smith, 1995: 117). 
 
 It is suggested that the number of questions in the questionnaire be 
kept to a minimum.  The number of questions on a mailed 
questionnaire should preferably not exceed 50 questions (Jackson, 
1995: 368-369). 
 
 Ambiguous and vague questions must not be used.  These will only 
lead to obscure answers, as different respondents will interpret the 
question in different manners (Schnetler et al, 1989: 58). 
 
 Questions should be formulated at the language proficiency of the 
respondents (Schnetler et al, 1989: 57).  The level of education of the 
respondents needs to be taken into account and the vocabulary used 
in the questionnaire needs to be adapted to suit this level of 
education (Bless and Higson-Smith, 1995: 117). 
 
 The researcher should avoid using questions that contain two or more 
questions in one.  These “double-barrelled” questions should be 
separated into two or more questions (Bless and Higson-Smith, 1995: 
117). 
 
 Questions that lead the respondent to a certain answer through its 
wording or content should be avoided (Bless and Higson-Smith, 
1995: 117). 
 
 Avoid using personal questions.  By wording the question correctly, a 
personal question can be asked in such a manner that it comes 
across as being impersonal and not offensive to the respondent 
(Schnetler et al, 1989: 61-62). 
 
 Respondents are often reluctant to answer embarrassing questions.  
Restructure these questions to be expressed in the third person 
(Schnetler et al, 1989: 62). 
 
• Stage 4: Wording of questions 
The wording of questions plays a vital role in demonstrating that a 
questionnaire is valid and reliable.  Farr and Timm (1994: 64) define validity 
as follows: “Validity is the degree to which the item measures what the 
researcher wants it to measure.”  They also defined reliability as follows: 
”Reliability is the degree to which the item is likely to get the same results 
consistently.”  Validity is improved by eliminating biased response to the 
question.  Validity is also improved by phrasing a question a number of 
times in different ways, with the aim to try and seduce a similar response to 
each.  Reliable questions produce consistent results when presented to 
similar samples (Farr and Timm, 1994: 64). 
 
• Stage 5: Questionnaire appearance and layout 
The appearance and layout of the questionnaire is another important 
consideration.  Even if a questionnaire is perfectly prepared and worded, it 
will loose much of its impact if it is untidy and disorganised in its appearance 
and layout.  Respondents need to be motivated to complete the 
questionnaire and they may be put off by an untidy looking questionnaire 
(Bell, 1996: 81-82). 
 
 
4.4.2 PRE-TESTING A QUESTIONNAIRE 
 
After drafting and developing the questionnaire it is necessary to test the 
questionnaire.  This is known as pre-testing.  A small group of people is used to 
pre-test the questionnaire (Farr and Timm, 1994: 64).  The group that pre-tests 
the questionnaire is usually similar to the group that is being targeted to 
complete the final questionnaire as part of the research, but may also consist of 
colleagues, superiors, subordinates, or academics (Emory and Cooper, 1991: 
376). 
 
One objective of doing a pre-test is to identify and eliminate variation in 
respondents’ understanding and interpretation of the questionnaire.  The pre-
test will feed back to the researcher how well the respondents understand the 
questions and which questions are ambiguous and unclear.  This feedback can 
be used to eliminate ambiguity in the wording and design of the questionnaire 
(Jackson, 1995: 383-384).  Pre-testing further assists the researcher to assess 
the time involved with completing the questionnaire.  This is an important issue 
that impacts on the response rate.  Lastly, pre-testing also assists the 
researcher in identifying and rectifying any errors in the sequencing of the 
questions in the questionnaire, and the instructions to the respondent on the 
method of completing the questionnaire (Emory and Cooper, 1991: 378-380). 
 
 
4.4.3 ADMINISTERING A QUESTIONNAIRE 
 
After the questionnaire has been pre-tested and all ambiguous questions 
corrected, the questionnaire can be administered.  There are typically three 
methods of administering questionnaires.  The circumstances surrounding the 
research would dictate which method of administration is best suited.  The three 
most commonly used methods of questionnaire administration have been 
discussed in great detail previously in this chapter, namely, the personal 
interview, the postal (written) questionnaire, and the telephone questionnaire 
(see paragraph 4.3.1 to paragraph 4.3.4). 
 
A number of issues relating to the administration of postal questionnaires are of 
specific importance.  Firstly, the questionnaire should be accompanied by a 
covering letter stating the purpose of the questionnaire and also indicating that 
official approval has been given for the research.  Secondly, the covering letter 
should also make it clear that the information obtained from respondents 
through the questionnaire will be treated confidentially and that respondents will 
remain totally anonymous throughout the process.  Lastly, a return date for the 
completed questionnaire should be stated in the covering letter of the 
questionnaire.  Two weeks is generally agreed to be adequate timing for 
completing a written questionnaire.  It is important to specify the day and date 
that the questionnaire needs to be returned, as it places a certain degree of 
urgency on the completion of the questionnaire and reduces non-response to 
the questionnaire (Bell, 1996: 85-86). 
 
 
 
 
4.5 RESEARCH POPULATION 
 
Mcburney (1994: 412) Defines A Population As Being The Entire Collection Of 
Individuals Being Considered.  For The Purpose Of This Study, The Population 
Considered Consisted Of The Packing Floor Production Supervisors At Lennon 
And All Production Supervisors At Intramed.  The Supervisors From Support 
Departments Were Not Included In The Research Population.  At Lennon There 
Were 10 Packing Floor Production Supervisors And At Intramed There Were 5 
Production Supervisors. 
 
This Research, As Indicated In The Title, Is Targeted At The Leadership 
Effectiveness Of Production Supervisors, But The Questionnaire Was 
Distributed And Completed By The Direct Subordinates Of The Production 
Supervisors.  In Lennon And Intramed, Team Leaders Are The Direct 
Subordinates Of The Supervisors.  In Other Words, The Methodology Used To 
Gain An Understanding And Measure The Leadership Effectiveness Of The 
Production Supervisors At Lennon And Intramed Was To Obtain The 
Perceptions Of The Team Leaders With Regard To Their Supervisors’ 
Leadership Characteristics. 
 
 
Table 4.1 Research population size 
 
Factory Population size 
No of subordinates reporting 
directly to population size 
Lennon 10 64 
Intramed 5 28 
TOTAL 15 92 
 
 4.6 IDENTIFICATION AND CHOICE OF QUESTIONNAIRE 
 
Once the researcher has decided to make use of the questionnaire as his 
survey method, he must decide if he is going to draft a unique questionnaire, or 
make use of one that has been drafted and used by another researcher. 
 
As stated in paragraph 4.3.5, it was decided to use a questionnaire for this 
research paper.  It was also decided to make use of a previously drafted 
questionnaire.  There are various advantages of using a previously drafted 
questionnaire.  Firstly, a previously drafted questionnaire is tried and tested, i.e., 
most ambiguities have been removed from the questionnaire.  Secondly, a 
previously drafted questionnaire lends itself to inter-company comparison, it is 
not specific to one company or industry.  Thirdly, previously drafted 
questionnaires have a well-thought-out coding mechanism that improves the 
ease of data processing.  Lastly, many of the previously drafted questionnaires 
have mechanisms that allow them to be processed into a visual format.   
 
For the purpose of this study a questionnaire drafted by Rensis Likert was used.  
It was originally called the Rensis Likert profile of a school questionnaire 
(Owens, 1981: 204-218).  The questionnaire wording was adapted for the 
purpose of this study, by the researcher, not to be specific for a school 
environment, but for a manufacturing environment.  An advantage of the Likert 
questionnaire is that it incorporates an extensive range of leadership guidelines, 
including guidelines related to motivation, decision-making, control, goal setting, 
and communication.  Paragraph 4.7 summarises in detail these guidelines for 
leadership effectiveness as identified by Likert.  The questionnaire is attached 
as annexure C. 
 
The final questionnaire pack distributed to respondents consisted of 2 parts.  
The first part consisted of a covering letter.  The covering letter explains the 
intention of the questionnaire and provides the necessary permission for 
continuation of the research.  It also states the return date for the questionnaire 
and implies that responses to the questionnaire would be treated as strictly 
confidential.  The covering letter was printed on a Port Elizabeth Technikon 
letterhead and signed by the dean of the Faculty of Management (see annexure 
A).  The questionnaires distributed at Pharmacare Lennon had a second 
covering letter signed by the General Manager of Pharmacare Lennon, asking 
the respondents to give their full support to the researcher in responding to the 
questionnaire  (see annexure B). 
 
The questionnaire itself is titled “Questionnaire on Leadership” and consisted of 
three clear categories.  The first is a brief explanation on how the questionnaire 
was to be completed.  The second category is subtitled “Section A” and 
consisted of ten biographical questions.  The third category is subtitled “Section 
B” and consisted of Likert scale questions related to leadership.  Section B of 
the questionnaire consisted of 27 questions that are grouped under six 
components of leadership, namely- 
 
• leadership; 
• motivation; 
• communication; 
• decision-making; 
• goal setting; and 
• control. 
 
 
4.7 GUIDELINES FOR THE ASSESSMENT OF LEADERSHIP 
EFFECTIVENESS AMONG PRODUCTION SUPERVISORS 
 
In this paragraph, the specific factors or guidelines affecting leadership and 
organisational effectiveness will be summarised in tabular format (see table 
4.2).  These factors and guidelines will be used to measure and assess the 
leadership style, organisational effectiveness, and leadership effectiveness of 
production supervisors at Lennon and Intramed.  The factors that will be 
evaluated are leadership processes, motivational forces, communication 
processes, decision-making processes, goal-setting processes, and control 
processes.  This assessment tool is based on Likert’s system four management 
(Owens, 1981: 204-205). 
Table 4.2 Summary of factors for leadership effectiveness as identified 
and evaluated by Likert’s system four management 
 
1.  Leadership process 
System 1 System 2 System 3 System 4 
• No teamwork 
• Only moderate 
downward influence 
• Very little teamwork 
• Moderate downward 
and upward influence 
• Moderate amount of 
co-operative teamwork 
• Moderate upward and 
substantial downward 
influence 
• Great deal of co-
operative teamwork 
• Substantial upward, 
downward and lateral 
influence 
 
2.  Motivational process 
System 1 System 2 System 3 System 4 
• Uses fear, need for 
money, and status 
• Hostile attitude 
• Ignores others’ motives 
• Mistrusts others 
• Little feeling of 
responsibility 
• Dissatisfaction with 
job, peers, boss, and 
organisation 
• Uses need for money, 
ego, and desire for 
status and power 
• Attitude sometimes 
hostile 
• Management feels 
responsible, but 
subordinates do not 
• Dissatisfaction to 
moderate satisfaction 
with job, peers, boss, 
and organisation 
• Uses need for money, 
ego, and other motives 
within the individual 
• Attitudes are usually 
favourable 
• Most persons feel 
responsible 
• Moderately high 
satisfaction with job, 
peers, boss, and 
organisation 
• Uses all major motives, 
except fear 
• Attitudes are quite 
favourable 
• Persons at all levels 
feel responsible 
• Trust prevalent 
• Relatively high 
satisfaction throughout 
the organisation 
 
3.  Communication process 
System 1 System 2 System 3 System 4 
• Some downward 
communication 
• Little upward and 
lateral communication 
• Communication viewed 
with suspicion by 
subordinates 
• Much distortion and 
deception 
• Great deal of 
downward 
communication 
• Little upward and 
lateral communication 
• Communication viewed 
with mixed feeling by 
subordinates 
• Some distortion and 
filtering 
• Good upward and 
downward 
communication 
• Lateral communication 
is usually good 
• Slight tendency to 
distort and filter 
• Information flows freely 
and accurately in all 
directions 
• No distortion or filtering 
 
 
 
 
4.  Decision-making process 
System 1 System 2 System 3 System 4 
• Decisions made at the 
top 
• Based on partial and 
inaccurate information 
• Contributes little 
motivational value 
• Made on a man-to-
man basis, 
discouraging teamwork 
• Policy decisions made 
at the top, and some 
implementation 
decisions made at a 
lower level 
• Based on moderately 
accurate and adequate 
information 
• Contributes little 
motivational value 
• Made largely on a 
man-to-man basis, 
discouraging teamwork 
• Broad policy decisions 
made at the top and 
some specific 
decisions made at the 
lower levels 
• Based on reasonably 
accurate and adequate 
information 
• Some contribution to 
motivation 
• Some group based 
decision-making 
• Decisions made 
throughout the 
organisation 
• Based on full and 
accurate information 
• Made largely on group 
basis and encouraging 
teamwork 
 
5.  Goal-setting process 
System 1 System 2 System 3 System 4 
• Orders issued 
• Complete goal 
resistance 
• Orders issued with 
chance to comment 
• Often goal resistance 
• Goals are set or orders 
issued after discussion 
with subordinates 
• Some goal resistance 
• Goals are set by group 
participation, except in 
emergencies 
• Full goal acceptance 
 
6.  Control process 
System 1 System 2 System 3 System 4 
• Control at the top only 
• Control data often 
distorted and falsified 
• Informal organisation 
exists, which works 
against the formal 
organisation, reducing 
real control 
• Control largely at the 
top 
• Control data often 
incomplete and 
inaccurate 
• Informal organisation 
usually exists, working 
against the formal 
organisation, partially 
reducing real control 
• Control primarily at the 
top, with some 
delegation to the lower 
levels 
• Informal organisation 
may exist, partially 
resist the formal 
organisation, partially 
reducing real control 
• Widespread 
responsibility for 
control function 
• Informal and formal 
organisations are 
identical, with no 
reduction in real control 
 
 
 
 
 
 
 
SOURCE: ADAPTED FROM OWENS, 1981: 206-207 
 
4.8 PROCESS USED TO ADMINISTER THE QUESTIONNAIRE 
 
After the researcher amended the original questionnaire, it was pre-tested in 
three phases.  During the first phase of pre-testing, the questionnaire was 
evaluated from a language and content perspective by the researcher’s 
promoter.  Some adjustments were made to the content of the questions.  The 
questionnaire was ready for phase two, which involved being scrutinised by a 
language expert from Port Elizabeth Technikon.  A few minor grammatical 
changes were made to the questionnaire.  Phase three of the pre-testing 
involved selecting a number of work colleagues and asking them to complete 
the questionnaire and to highlight any ambiguities or unclear questions.  After 
the pre-testing was completed, the questionnaire was ready to be distributed. 
 
At the Lennon factory, the researcher handed out the questionnaire to each 
respondent by hand.  The respondents were requested to complete the 
questionnaire by 17 September 1999 and hand it back to the researcher or their 
immediate supervisors who would in turn pass them on to the researcher.  At 
the Intramed factory the Human Resources Manager handed out the 
questionnaires to the respondents.  The respondents were also requested to 
complete the questionnaires by 17 September 1999 and hand them back to the 
Human Resources Manager, who would then return the completed 
questionnaires to the researcher. 
 
The response rate at both Lennon and Intramed was above 70%.  Table 4.3 
gives a graphical indication of the response rates from the various factories and 
the overall response rate. 
 
 
 
 
 
 
 
  
Table 4.3 Questionnaire response rate 
 
Factory 
No of 
questionnaires 
distributed 
No of 
questionnaires 
returned 
No of 
questionnaires 
outstanding 
Response rate 
Lennon 64 53 11 83% 
Intramed 28 20 8 71% 
TOTAL 92 73 19 79% 
 
 
4.9 PROCESSING OF EMPIRICAL INFORMATION 
 
In the following paragraphs, a brief description on how the questionnaire was 
coded will be discussed.  Also, the methodology used in processing the 
empirical information will be discussed in more detail. 
 
The questionnaire was coded using numerals.  Each option on the 
questionnaire was awarded an integer number starting at one and ending with a 
number equalling the number of options available for the question.  Section A of 
the questionnaire dealt with the biographical information.  If the available 
options to a question were either a yes or a no, the yes would be coded as one, 
and the no as two.  Section B of the questionnaire dealt with the leadership 
information.  These questions all had four available options.  The first option 
was coded as one, the second as two, the third as three, and the fourths as 
four. 
 
Using a matrix format, each completed questionnaire was tabulated.  The 
responses were converted into the appropriate coding and entered onto the 
matrix opposite the corresponding question numbers.  The responses obtained 
from each organisation were tabulated separately, as this would allow 
comparative analysis to be done between the two organisations. 
 
The coded responses to the questions were processed into four different 
statistical formats.  They are the total numbers for each option, percentages of 
each option, overall weighted value for all responses to a particular question, 
and total response to a group of questions by organisation and overall.  The first 
two of these statistical formats were applied to questions in both section A and 
section B (biographical and leadership information) of the questionnaire, and 
the last two were only applied to section B (leadership information) of the 
questionnaire.  Below follows a more detailed explanation of how these 
statistical formats were calculated. 
 
• Total numbers for each option 
This is a total count for each coded response for all returned questionnaires 
per organisation and overall.  The result is a number that reflects how many 
respondents chose each available option, e.g., 13 of the respondents at 
Lennon stated that their supervisor was a male, and 40 of the respondents 
at Lennon stated that their supervisor was a female. 
 
• Percentages of each response 
This is the total number of each response per organisation and overall 
converted into a percentage.  If one took the same example as stated 
previously, the result would be that 25% of the respondents at Lennon 
stated that their supervisor was a male, and 75% of the respondents at 
Lennon stated that their supervisor was a female. 
 
• Overall weighted value for all respondents to a particular question 
This is when weighting is applied to the total count for each option.  The 
main reason for calculating a weighted average value per question per 
organisation is to apply and plot this weighted average value on the Likert 
profile for the organisation.  These Likert profiles are discussed and 
analysed in more detail in chapter 5.  The weighting that is applied to each 
option is as follows: option 1 is weighted as one, option 2 is weighted as two, 
option 3 is weighted as three, and option 4 is weighted as four.  Each option 
is weighted and the total is divided by the total number of responses.  For 
example, for question 7 the total number for each option was as follows: 
option 1 was chosen by 14 respondents and weighted by 1 to total 14, 
option 2 was chosen by 20 respondents and weighted by 2 to total 40, 
option 3 was chosen by 10 respondents and weighted by 3 to total 30, and 
option 4 was chosen by 5 respondents and weighted by 4 to total 20.  The 
four weighted values were totalled and equal 104.  Lastly, this total must be 
divided by the number of responses, 49 in this example, to equate to an 
overall weighted value of 2.1 for all respondents to a particular question. 
 
• Total response to a group of questions by organisation and overall 
This is to establish the total response by organisation and overall to a group 
of questions.  For example, the total response to questions 22 through 24 
needs to be calculated for Lennon.  The respondents at Lennon chose 
option 1, 34 times.  They chose option 2, 27 times.  They chose option 3, 40 
times.  Lastly they chose option 4, 46 times.  If you apply the overall 
weighted calculation, as described above, to this data, a weighted value of 
2.5 is calculated for the response to questions 22 through 24 for Lennon. 
 
These statistical calculations are tabulated and analysed in great detail in 
chapter 5. 
 
 
4.10 CONCLUSION 
 
In this chapter the basic guidelines for collecting survey data was explained.  
The four structured data collection methods, namely the individual interview, the 
group completion of individual questionnaires, the telephone survey, and the 
postal survey, were discussed in detail.  General guidelines to questionnaire 
design were discussed.  Also, the theory surrounding questionnaire pre-testing 
and administering a questionnaire were discussed in detail. 
 
This chapter also dealt with the choice of survey method, and identification and 
choice of questionnaire type to be used in this study.  As explained in paragraph 
4.3.5, it was decided to make use of the questionnaire as survey method.  Also, 
as explained in paragraph 4.6, it was decided to make use of a previously 
drafted questionnaire, namely the Likert Profile questionnaire.  Furthermore, the 
process used to administer the Likert Profile questionnaire to Lennon and 
Intramed was explained.  The final section of this chapter consisted of an 
explanation of the processing and statistical calculation of the empirical 
information. 
 
In the next chapter, the empirical information will be discussed and analysed in 
great detail.  Also the overall weighted value for a particular question will be 
used to plot a Likert profile for each organisation, and these profiles will be 
analysed and discussed. 
CHAPTER 5 
 
CRITICAL evaluation of questionnaire response 
 
 
5.1 INTRODUCTION 
 
In chapter 4 the theory relating to empirical investigation and assessment tools 
were critically examined.  The population size was also determined and the 
process of compiling and distributing the questionnaire was explained.  Finally, 
chapter 4 gave a summarised explanation of the method used in processing 
and calculating the response information obtained from the respondents. 
 
The main purpose of this chapter is a critical examination and discussion of the 
information received back from the respondents.  The two organisations that 
took part in the completion of the questionnaire will be examined.  Any 
significant differences or similarities in their responses will be discussed in 
detail.  Finally, this chapter will be concluded with a discussion of the leadership 
profiles for each of the organisations, and a comparison of the profiles between 
the two organisations. 
 
 
5.2 QUESTIONNAIRE RESPONSE DATA 
 
As stated in the previous chapter, the questionnaire consisted of two sections, 
i.e. section A and section B.  Questions asked in section A were concerned with 
gathering certain biographical information.  Questions in section B were 
concerned with establishing the leadership style of the supervisor.  As stated in 
the previous chapter, the subordinates of the supervisors, or team leaders, 
completed the questionnaire.  The objective was to measure the leadership 
effectiveness of the supervisor based on the subordinate’s perception of the 
supervisor’s leadership effectiveness and style. 
 
Below follows the detailed discussion of the information obtained from the 
questionnaires.  These will be discussed individually for each organisation 
(Lennon and Intramed) only where significant differences are evident. 
 
 
5.2.1 SECTION A - BIOGRAPHICAL INFORMATION 
 
Herewith follows a detailed discussion of the biographical information obtained 
from the respondents who completed and returned the questionnaires on 
leadership. 
 
Table 5.1 Gender of respondents 
 
Question response option Lennon Intramed Overall 
Male 0 0% 0 0% 0 0% 
Female 53 100% 20 100% 73 100% 
No response 0 0% 0 0% 0 0% 
 
ALL THE RESPONDENTS FROM BOTH FACTORIES WERE 
FEMALE.  NO MALES TOOK PART IN THE RESEARCH 
QUESTIONNAIRE. 
 
Table 5.2 Age of respondents 
 
Question response option Lennon Intramed Overall 
Younger than 30 9 17% 13 65% 22 30% 
30 – 40 30 57% 5 25% 35 48% 
41 – 50 12 23% 2 10% 14 19% 
51 – 60 2 4% 0 0% 2 3% 
Older than 60 0 0% 0 0% 0 0% 
No response 0 0% 0 0% 0 0% 
Average respondent age 38 33 37 
 
FROM TABLE 5.2 IT IS CLEAR THAT THE BULK OF THE 
Respondents At Lennon, 80% Are Aged Between 30 And 50 Years.  In 
Contrast, 65% Of The Intramed Respondents Are Aged Younger Than 30.  
From This It Is Clearly Evident That The Respondents At Intramed Are Younger 
Than Those At Lennon. 
 
Table 5.3 Length of service of the respondents 
 
Question response option Lennon Intramed Overall 
Less than 5 8 15% 1 5% 9 12% 
5 – 10 15 28% 19 95% 34 47% 
11 – 15 14 26% 0 0% 14 19% 
16 – 20 6 11% 0 0% 6 8% 
More than 20 10 19% 0 0% 10 14% 
No response 0 0% 0 0% 0 0% 
Average years of experience of respondents 11 8 10 
 
ANOTHER INFORMATIVE STATISTIC OBTAINED FROM THE 
Research Relates To Years Of Service The Respondents Have With Their 
Various Companies.  The Younger Staff From Intramed All Have Less Than 10 
Years Service With Their Company.  In Contrast, The Predominantly Older Staff 
From Lennon Have Been With Their Company For Longer Than Those At 
Intramed.  This Reflects A Clear Correlation Between The Age Group And 
Years Of Service. 
 
Table 5.4 Years of experience as team leaders of the respondents 
 
Question response option Lennon Intramed Overall 
Less than 2 9 17% 3 15% 12 16% 
2 – 5 14 26% 11 55% 25 34% 
6 – 10 7 13% 6 30% 13 18% 
More than 10 13 25% 0 0% 13 18% 
No response 10 19% 0 0% 10 14% 
Average years of experience of respondents 6 5 6 
 
Seventy percent of the respondents from Intramed have five years or less 
experience in their current position.  At Lennon, this is not the case.  Only 43% 
of the respondents have five years or less experience in their current job.  A 
further 38% have more than six years experience.  The remaining 19% of 
respondents did not respond to this question. 
 
Table 5.5 Level of education of respondents 
 
Question response option Lennon Intramed Overall 
Lower than Std 10 37 70% 4 20% 41 56% 
Std 10 16 30% 14 70% 30 41% 
Post-matric qualification 0 0% 2 10% 2 3% 
No response 0 0% 0 0% 0 0% 
 
Education Levels Vary Significantly Between The Different Factories.  At 
Lennon, 70% Of The Respondents Have Less Than A Standard 10 Education, 
And Only 30% Have A Standard 10 Education.  None Of The Respondents 
Who Took Part In The Questionnaire From Lennon Had A Post Matric-
Qualification.  In Contrast, The Level Of Education At Intramed Was 
Considerably Higher.  Only 20% Of The Respondents Had Less Than A Std 10.  
The Majority Had A Std 10 Or Higher Level Of Education. 
 
Table 5.6 Previous management or supervisory training 
 
Question response option Lennon Intramed Overall 
Yes 9 17% 0 0% 9 12% 
No 44 83% 20 100% 64 88% 
No response 0 0% 0 0% 0 0% 
 
Only 17% of the respondents at Lennon have had any formal management or 
supervisory training.  None of the respondents at Intramed indicated that they 
had any form of management or supervisory training.  As stated previously, the 
supervisor’s subordinates completed the questionnaire.  The main purpose of 
this question was to firstly investigate how many of the subordinates had been 
exposed to supervisory or management training, and secondly to investigate if 
the subordinates’ perceptions of their supervisors’ leadership style have any 
correlation with their own supervisory or management training. 
 
 
 
Table 5.7 Gender of the supervisor 
 
Question response option Lennon Intramed Overall 
Male 13 25% 1 5% 14 19% 
Female 40 75% 19 95% 59 81% 
No response 0 0% 0 0% 0 0% 
 
At Lennon 75% of the respondents reported directly to female supervisors and 
at Intramed 95% of the respondents indicated that they reported to female 
supervisors.  Overall, 81% of respondents report directly to female supervisors.  
The gender related questions indicate that all of the respondents are female, 
and that these females report in majority to female supervisors.  To summarise, 
this is a predominately female working environment.  All the respondents from 
both organisations are female, and they report in majority to female supervisors.  
 
Table 5.8 Age of the supervisors 
 
Question response option Lennon Intramed Overall 
Younger than 35 13 25% 20 100% 33 45% 
35 – 50 19 36% 0 0% 19 26% 
Older than 50 20 38% 0 0% 20 27% 
No response 1 2% 0 0% 1 1% 
Average age of the supervisors 44 34 41 
 
There is a clear difference in the age of the supervisors between the two 
organisations.  The supervisors are all less than 35 years of age at Intramed, 
whereas the bulk of supervisors at Lennon are aged older than 35 years (74%).  
Furthermore, there is a direct correlation between the age of the supervisor, and 
that of the respondent.  At Lennon, 74% of the supervisors are older than 35 
years, and 84% of the respondents (subordinates) are aged older than 30 
years.  At Intramed, 100% of the supervisors are aged less than 35 years, and 
65% of the respondents (subordinates) are less than 30 years.  Thus, at Lennon 
the respondents and their supervisors are older of age, whereas the 
respondents and the supervisors at Intramed are younger of age. 
 
Table 5.9 Supervisor’s years of experience in supervisory position 
 
Question response option Lennon Intramed Overall 
Less than 5 24 45% 9 45% 33 45% 
5 – 10 9 17% 11 55% 20 27% 
More than 10 18 34% 0 0% 18 25% 
No response 2 4% 0 0% 2 3% 
Average years of experience of supervisors 7 6 7 
 
None of the supervisors at Intramed have more than 10 years of supervisory 
experience.  However, at Lennon, 34% of the respondents indicated that their 
supervisors have more than 10 years of experience in a supervisory position.  
This fact relates well to the previous question on age where it was identified that 
at Intramed, none of the supervisors were older than 35 years, and at Lennon 
74% of the respondents indicated that their supervisor was older than 35 years. 
 
Table 5.10 Education level of the supervisor 
 
Question response option Lennon Intramed Overall 
Lower than Std 10 29 55% 2 10% 31 42% 
Std 10 9 17% 14 70% 23 32% 
Post-matric qualification 9 17% 3 15% 12 16% 
No response 6 11% 1 5% 7 10% 
 
The Bulk Of Supervisors At Intramed Have Either A Std 10 Or Higher Level Of 
Education (85%).  In Contrast The Majority Of Supervisors At Lennon (55%) 
Have Less Than A Std 10 Level Of Education.  This Can Be Correlated Back To 
The Age Groups Of The Supervisors.  Clearly, The Predominately Younger 
Aged Groups Of Supervisors Have The Higher Education Levels. 
 
To Summarise The Response On The Biographical Information, The Following 
Points Stand Out And Deserve Special Mention: 
 
• All Of The Respondents Are Female. 
• Overall, 81% Of The Respondents Stated That They Reported To A Female 
Supervisor. 
• At Lennon, The Average Age Of The Respondents Is 38 Years, Whereas At 
Intramed, The Average Age Of The Respondents Is 33 Years. 
• At Lennon, The Average Age Of The Supervisors Is 44 Years, Whereas At 
Intramed, The Average Age Of The Supervisors Is 34 Years. 
• At Lennon, 70% Of The Respondents Indicated That They Had Lower Than 
A Std 10 Level Of Education, Whereas At Intramed, 80% Of The 
Respondents Indicated That They Had At Least A Std 10 Or Post-Matric 
Level Of Education. 
• At Lennon, 55% Of The Respondents Indicated That Their Supervisor Had 
Less Than A Std 10 Level Of Education, Whereas At Intramed, 85% Of The 
Respondents Indicated That Their Supervisor Had At Least A Std 10 Or 
Post-Matric Qualification. 
 
Therefore, At Lennon The Respondents Are All Female And The Supervisors 
Are Mostly Female, They Are Older, And Have Mostly Less Than A Std 10 
Qualification.  At Intramed The Respondents Are All Female And The 
Supervisors Are Mostly Female, They Are Younger, And Have At Least A Std 
10 Or Post Matric-Qualification. 
 
 
5.2.2 SECTION B - LEADERSHIP INFORMATION 
 
Section B of the questionnaire dealt with the leadership behaviour and 
incorporates the six leadership guidelines, namely leadership, motivation, 
communication, decisions, goals, and control.  The responses to the 
questionnaire are summarised and evaluated, and then integrated to compile a 
Likert leadership profile for each of the organisations. 
 
 
5.2.2.1 LEADERSHIP 
 
This section consisted of seven questions.  These questions are intended to 
gauge the level of confidence and trust between the supervisor and his/her 
subordinate.  Furthermore, the respondents were asked if their supervisors 
were friendly and supportive towards them.  The questionnaire also assesses if 
subordinates have the freedom to talk to their supervisors about their work.  
Lastly, this section tries to establish if the supervisors ask for ideas from their 
subordinates, and if they do not use the ideas, do they give a reason for not 
using them. 
 
Table 5.11 Level of confidence and trust the supervisor has in the 
respondent 
 
Question response option Lennon Intramed Overall 
Very little 3 6% 0 0% 3 4% 
Some 1 2% 1 5% 2 3% 
Quite a bit 13 25% 6 30% 19 26% 
A great deal 35 66% 13 65% 48 66% 
No response 1 2% 0 0% 1 1% 
Likert profile indicator 3.5 3.6 3.6 
 
From Table 5.11 It Is Clear That In Both Organisations The Majority Of 
Supervisors Have A Great Deal Of Confidence And Trust In Their Subordinates.  
Two-Thirds Of The Respondents Felt That Their Supervisors Have A Great 
Deal Of Trust In Them. 
 
 
 
 
 
 
 
 
Table 5.12 Level of confidence and trust of respondents in their 
supervisors 
 
Question response option Lennon Intramed Overall 
Very little 3 6% 1 5% 4 5% 
Some 6 11% 1 5% 7 10% 
Quite a bit 12 23% 9 45% 21 29% 
A great deal 31 58% 9 45% 40 55% 
No response 1 2% 0 0% 1 1% 
Likert profile indicator 3.4 3.3 3.3 
 
From table 5.12 it is clear that the majority of subordinates have a great deal of 
confidence and trust in their supervisors.  Overall, 84% of the respondents 
clearly stated that they trusted their supervisors and had confidence in their 
abilities. 
 
Table 5.13 Frequency of supervisor being friendly and supportive 
 
Question response option Lennon Intramed Overall 
Rarely 1 2% 0 0% 1 1% 
Sometimes 14 26% 5 25% 19 26% 
Often 19 36% 5 25% 24 33% 
Very often 16 30% 10 50% 26 36% 
No response 3 6% 0 0% 3 4% 
Likert profile indicator 3.0 3.3 3.1 
 
Supervisors are often friendly and supportive towards their subordinates.  At 
Intramed half of the respondents felt that their supervisors were very often 
friendly and supportive.  The other half of the respondents varied between 
sometimes and often supportive and friendly.  At Lennon there is almost an 
equal split in weighting between sometimes friendly and supportive, often 
friendly and supportive, and very often friendly and supportive. 
 
 
 
Table 5.14 The ease with which the respondent talks to his/her 
supervisor about his/her work 
 
Question response option Lennon Intramed Overall 
Not very easy 3 6% 0 0% 3 4% 
Sometimes easy 4 8% 2 10% 6 8% 
Quite easy 8 15% 5 25% 13 18% 
Very easy 38 72% 13 65% 51 70% 
No response 0 0% 0 0% 0 0% 
Likert profile indicator 3.5 3.6 3.5 
 
In both organisations, the respondents indicated that it was quite easy or very 
easy for them to speak to their supervisors about their work.  Clearly there is a 
sense of openness that allows these subordinates to feel free to speak to their 
supervisors about their work. 
 
 
Table 5.15 The extent to which the supervisor asks the respondent for 
ideas 
 
Question response option Lennon Intramed Overall 
Rarely 6 11% 2 10% 8 11% 
Sometimes 23 43% 5 25% 28 38% 
Often 16 30% 11 55% 27 37% 
Mostly 7 13% 1 5% 8 11% 
No response 1 2% 1 5% 2 3% 
Likert profile indicator 2.5 2.6 2.5 
 
At Lennon supervisors only sometimes ask their subordinates for ideas, 
whereas at Intramed supervisors often ask their subordinates for ideas.  If the 
overall situation is reviewed, 49% of respondents stated that their supervisor 
sometimes asks them for their ideas, and a further 48% stated that their 
supervisor often asks them for their ideas. 
 
 
Table 5.16 The extent to which the supervisor uses the respondent’s 
ideas 
 
Question response option Lennon Intramed Overall 
Rarely 8 15% 2 10% 10 14% 
Sometimes 27 51% 9 45% 36 49% 
Often 13 25% 7 35% 20 27% 
Mostly 4 8% 1 5% 5 7% 
No response 1 2% 1 5% 2 3% 
Likert profile indicator 2.3 2.4 2.3 
 
Overall, half of the respondents’ stated that their ideas are only sometimes used 
by their supervisors.  Sixty three percent of the respondents felt that their 
supervisors sometimes use their ideas.  From table 5.15 it is clear that 50% of 
the supervisor sometimes ask their subordinates for their ideas and table 5.16 
indicates that only 34% of the time these ideas are used by the supervisor.  
 
 
Table 5.17 The extent to which the supervisor discusses why he/she did 
not use the respondent’s ideas 
 
Question response option Lennon Intramed Overall 
Rarely 14 26% 4 20% 18 25% 
Sometimes 20 38% 6 30% 26 36% 
Often 10 19% 8 40% 18 25% 
Mostly 5 9% 1 5% 6 8% 
No response 4 8% 1 5% 5 7% 
Likert profile indicator 2.1 2.3 2.2 
 
Feedback to the subordinates on the reasons why the supervisor did not make 
use of the subordinate’s ideas is better at Intramed than at Lennon.  At Lennon 
64% of supervisors sometimes feed back to their subordinates and at Intramed 
only 50% of supervisors sometimes feed back to their subordinates.  At Lennon 
28% of supervisors often feed back to their subordinates and at Intramed 45% 
of supervisors often feed back to their subordinates. 
 Table 5.18 illustrates the total response for the questions on leadership, ranging 
from mostly negative to mostly positive. 
 
Table 5.18 Total response for leadership questions 
 
Question response option Lennon Intramed Overall 
Often negative 38 10% 9 6% 47 9% 
Sometimes negative 95 26% 29 21% 124 24% 
Sometimes positive 91 25% 51 36% 142 28% 
Often positive 136 37% 48 34% 184 36% 
Likert profile indicator 2.8 2.9 2.9 
 
The majority of respondents from both organisations viewed their supervisor’s 
leadership styles as positive.  At Lennon 62% of the respondents felt that the 
leadership style of their supervisors was positive, and at Intramed 70% of the 
respondents felt that the leadership style of their supervisors was positive. 
 
 
5.2.2.2 MOTIVATION 
 
This section consisted of four questions.  These questions determine what the 
supervisor uses to motivate his/her subordinates.  Furthermore, these questions 
establish the extent to which the respondent feels his/her supervisor is 
interested in his/her success, and whom the respondents think takes 
responsibility for the company’s targets and goals.  Lastly, these questions 
determine the level of teamwork that exists in the area.  
 
Table 5.19 Motivational factors used by the supervisors to motivate the 
respondents 
 
Question response option Lennon Intramed Overall 
Fear, threats, punishment 4 8% 1 5% 5 7% 
Mostly punishment, and some recognition 2 4% 1 5% 3 4% 
Mostly recognition, and some punishment 9 17% 2 10% 11 15% 
Group involvement and recognition 34 64% 15 75% 49 67% 
No response 4 8% 1 5% 5 7% 
Likert profile indicator 3.5 3.6 3.5 
 
Majority of the respondents from both factories indicated that their supervisors 
motivate them by means of group involvement and recognition.  The 
respondents from both organisations answered this question similarly, with an 
overall two-thirds of the respondents opting for group involvement and 
recognition as the method of motivation used by their supervisors. 
 
 
Table 5.20 
The extent to which the respondent feels his/her supervisor 
is interested in his/her success 
 
Question response option Lennon Intramed Overall 
Very little 5 9% 2 10% 7 10% 
Some 9 17% 2 10% 11 15% 
Quite a bit 12 23% 3 15% 15 21% 
A great deal 26 49% 12 60% 38 52% 
No response 1 2% 1 5% 2 3% 
Likert profile indicator 3.1 3.3 3.2 
 
The majority of the respondents feel that their supervisors are interested in the 
success of the subordinates in their work.  At Lennon 72% of the respondents 
feel that their supervisor is interested in their success, and at Intramed 75% of 
the respondents feel that their supervisor is interested in their success.  Seventy 
three percent of the overall respondents stated that their supervisors were 
interested in their success in their job functions. 
 
 
 
 
 
 
 
 
Table 5.21 Responsibility for achieving the company’s targets and goals 
 
Question response option Lennon Intramed Overall 
Top management 5 9% 1 5% 6 8% 
Top and middle management 3 6% 2 10% 5 7% 
Top, middle, and supervisory management 7 13% 2 10% 9 12% 
All levels of the company 37 70% 15 75% 52 71% 
No response 1 2% 0 0% 1 1% 
Likert profile indicator 3.5 3.6 3.5 
 
Respondents from both organisations expressed similar viewpoints regarding 
this question, and the majority of the respondents felt that all levels of the 
organisation are responsible for the company’s targets and goals.  Seventy one 
percent of the respondents who answered this question felt that all levels of the 
organisation accepted responsibility for setting and achieving the targets and 
goals of the organisation. 
 
Table 5.22 The level of team work that exists 
 
Question response option Lennon Intramed Overall 
Very little 1 2% 0 0% 1 1% 
Little 7 13% 1 5% 8 11% 
Moderate amount 16 30% 5 25% 21 29% 
A great deal 27 51% 14 70% 41 56% 
No response 2 4% 0 0% 2 3% 
Likert profile indicator 3.4 3.7 3.4 
 
It is quite evident that the respondents feel that there is a great deal of 
teamwork within each of the company’s work areas.  Between the two 
organisations 85% of the respondents stated that they experienced a fair 
amount of teamwork within their work area. 
 
Table 5.23 illustrates the total response for the questions on motivation, ranging 
from mostly negative to mostly positive. 
 
Table 5.23 Total response for motivation questions 
 
Question response option Lennon Intramed Overall 
Often negative 15 7% 4 5% 19 7% 
Sometimes negative 21 10% 6 8% 27 9% 
Sometimes positive 44 21% 12 15% 56 19% 
Often positive 124 58% 56 70% 180 62% 
Likert profile indicator 3.2 3.5 3.3 
 
Both organisations’ respondents viewed the motivational aspects of their 
supervisor’s leadership style as positive.  At Lennon 79% of the respondents felt 
that the supervisor’s motivation of his/her subordinates was positive, and at 
Intramed 85% of the respondents felt that the supervisor’s motivation of his/her 
subordinates was positive. 
 
5.2.2.3 COMMUNICATION 
 
This section consisted of six questions.  These questions established the 
direction of communication flow within the organisation, and how the 
subordinates accepted this communication.  This section also assessed how 
accurate communication flow is within the organisation.  The last questions on 
communication dealt with the knowledge that supervisors have of the problems 
their subordinates face at the workplace, as well as how much help the 
subordinate gets from his/her own supervisors and colleagues within his/her 
work area. 
 
Table 5.24 Direction of communication flow within the organisation 
 
Question response option Lennon Intramed Overall 
Top-down 9 17% 4 20% 13 18% 
Mostly top-down 6 11% 2 10% 8 11% 
Down and up 12 23% 10 50% 22 30% 
Down, up, and sideways 25 47% 4 20% 29 40% 
No response 1 2% 0 0% 1 1% 
Likert profile indicator 3.0 2.7 2.9 
 Approximately Half Of The Respondents From The Lennon Factory Saw The Direction 
Of Communication Flow Within Their Organisation As A Combination Of Top-Down, 
Down-Up, And Sideways Communication.  On The Other Hand, At Intramed The 
Majority Of Respondents Saw The Direction Of Communication Flow As A 
Combination Between Top-Down And Down-Up Communication. 
 
Table 5.25 Acceptance of top-down communication 
 
Question response option Lennon Intramed Overall 
With suspicion 4 8% 1 5% 5 7% 
Possibly with suspicion 8 15% 8 40% 16 22% 
With caution 16 30% 6 30% 22 30% 
With a receptive mind 22 42% 4 20% 26 36% 
No response 3 6% 1 5% 4 5% 
Likert profile indicator 3.1 2.7 3.0 
 
Top-Down Communication Is Mostly Accepted With Caution Or An Open Mind 
At The Lennon Factory.  This Is Not The Case At Intramed.  Here Top-Down 
Communication Is Mostly Accepted With Suspicion Or Caution. 
 
Table 5.26 Accuracy of upward communication 
 
Question response option Lennon Intramed Overall 
Usually inaccurate 5 9% 1 5% 6 8% 
Often inaccurate 20 38% 5 25% 25 34% 
Fairly accurate 16 30% 12 60% 28 38% 
Almost always accurate 7 13% 2 10% 9 12% 
No response 5 9% 0 0% 5 7% 
Likert profile indicator 2.5 2.8 2.6 
 
At Lennon 47% Of The Respondents Felt That The Upward Communication Of Issues 
To Upper Management Was Inaccurate.  Forty Three Percent Felt That The Upward 
Communication Of Issues To Upper Management Was Accurate.  At Intramed 70% Of 
The Respondents Felt That The Upward Communication Of Issues To Upper 
Management Was Accurate. 
Table 5.27 The supervisor’s knowledge of the problems faced by 
his/her subordinates at work 
 
Question response option Lennon Intramed Overall 
Not well 3 6% 0 0% 3 4% 
Reasonable well 11 21% 6 30% 17 23% 
Quite well 9 17% 6 30% 15 21% 
Very well 29 55% 8 40% 37 51% 
No response 1 2% 0 0% 1 1% 
Likert profile indicator 3.2 3.1 3.2 
 
Overall, The Responses Were Very Similar To This Question.  Approximately 
27% Of The Respondents Felt That The Supervisors Only Had A Limited 
Knowledge Of The Problems They Faced At Work.  Seventy Two Percent Of 
The Respondents Stated That They Felt That Their Supervisors Had 
Considerable Knowledge Of The Problems They Faced At Work. 
 
Table 5.28 The degree of help that the supervisor gives his/her 
subordinates with the problems they face at work 
 
Question response option Lennon Intramed Overall 
Very little 2 4% 0 0% 2 3% 
Some 2 4% 1 5% 3 4% 
Quite a bit 24 45% 13 65% 37 51% 
A great deal 25 47% 6 30% 31 42% 
No response 0 0% 0 0% 0 0% 
Likert profile indicator 3.4 3.3 3.3 
 
Overall Only 7% Of The Respondents Were Not Satisfied With The Help They 
Receive From Their Supervisors With The Problems They Face In Their Work.  
Ninety Three Percent Of The Respondents Stated That They Receive Quite A 
Bit Or Great Deal Of Help With The Problems They Face At Work. 
 
 
 
Table 5.29 The degree of help that the respondent receives from his/her 
colleagues in his/her department 
 
Question response option Lennon Intramed Overall 
Very little 14 26% 3 15% 17 23% 
Some 7 13% 3 15% 10 14% 
Quite a bit 14 26% 10 50% 24 33% 
A great deal 18 34% 4 20% 22 30% 
No response 0 0% 0 0% 0 0% 
Likert profile indicator 2.7 2.8 2.7 
 
Overall 37% Of The Respondents Responded That They Received Very Little 
Help From Their Colleagues.  Sixty Three Percent Of The Respondents Stated 
That They Received Quite A Bit Of Help From Their Fellow Colleagues.  From 
Table 5.28 And Table 5.29 It Is Clear That The Perception Of The Respondents 
Is That They Receive More Help From Their Supervisors With The Problems 
They Face At Work Than From Their Fellow Colleagues.  
 
Table 5.30 illustrates the total response for the questions on communication, 
ranging from mostly negative to mostly positive. 
 
Table 5.30 Total response for communication questions 
 
Question response option Lennon Intramed Overall 
Often negative 37 12% 9 8% 46 11% 
Sometimes negative 54 17% 25 21% 79 18% 
Sometimes positive 91 29% 57 48% 148 34% 
Often positive 126 40% 28 23% 154 35% 
Likert profile indicator 2.9 2.9 2.9 
 
Both organisations’ respondents viewed the communication aspects of their 
supervisor’s leadership style as positive.  Overall 69% of the respondents felt 
that their supervisor’s communication skills were positive.  Only 29% of the 
overall respondents felt that their supervisor’s communication skills were 
negative. 
  
5.2.2.4 DECISION-MAKING 
 
This section consisted of four questions.  These questions established the level 
at which decisions are made.  It also assessed the extend to which the 
decision-makers are aware of the problems faced by the subordinates in their 
work.  Lastly, this section determined the extend to which the supervisor 
involves his/her subordinate in the decision-making, and how much this 
involvement contributes to the subordinate’s level of motivation.   
 
Table 5.31 The level of the organisation where decisions are made 
 
Question response option Lennon Intramed Overall 
Mostly at the top 21 40% 8 40% 29 40% 
Policy decisions at the top, some delegation 14 26% 4 20% 18 25% 
Broad policy at the top, more delegation 3 6% 2 10% 5 7% 
Throughout all levels 11 21% 6 30% 17 23% 
No response 4 8% 0 0% 4 5% 
Likert profile indicator 2.1 2.3 2.1 
 
Both organisations responded similarly to this question.  It is clear from table 
5.31 that 65% of the respondents felt that decisions were mostly made by top 
management, with limited delegation to the lower levels.  Only 30% of the 
respondents felt that the decision-making authority was delegated to all levels of 
the organisation. 
 
 
 
 
 
 
 
 
 
Table 5.32 The extent to which the decision-makers are aware of the 
problems faced by the lower levels of the organisation 
 
Question response option Lennon Intramed Overall 
Very little 16 30% 3 15% 19 26% 
Some 8 15% 3 15% 11 15% 
Considerable 19 36% 11 55% 30 41% 
Fully 7 13% 3 15% 10 14% 
No response 3 6% 0 0% 3 4% 
Likert profile indicator 2.3 2.7 2.4 
 
Table 5.32 reflects that at Intramed 70% of the respondents’ feel that the 
decision-makers are aware of the problems faced by the subordinates.  At 
Lennon only 49% of the respondents felt that the decision-makers were aware 
of the problems they faced in their work.  Forty five percent of the respondents 
at Lennon and 30% of the respondents at Intramed felt that the decision-makers 
were not aware of the problems they faced in their work. 
 
Table 5.33 The extent to which the supervisor involves his/her 
subordinate in the decisions related to his/her work 
 
Question response option Lennon Intramed Overall 
Very little 8 15% 2 10% 10 14% 
Some 10 19% 3 15% 13 18% 
Considerable 15 28% 6 30% 21 29% 
Fully 18 34% 9 45% 27 37% 
No response 2 4% 0 0% 2 3% 
Likert profile indicator 2.8 3.1 2.9 
 
Respondents from both organisations stated that they were involved in 
decisions related to their work.  Overall, 66% of the respondents saw 
themselves as involved in the decisions related to their work.  Only 32% felt that 
they had little or some involvement in the decisions related to their work. 
 
 
Table 5.34 The extent to which decision-making contributes to 
motivation 
 
Question response option Lennon Intramed Overall 
No very much 10 19% 1 5% 11 15% 
Relatively little 3 6% 2 10% 5 7% 
Somewhat 10 19% 7 35% 17 23% 
A lot 28 53% 10 50% 38 52% 
No response 2 4% 0 0% 2 3% 
Likert profile indicator 3.1 3.3 3.2 
 
Respondents at both factories felt that involvement in decision-making 
contributes to their levels of motivation.  Overall 75% of the respondents who 
answered this question stated that their involvement in the decision-making 
process had somewhat or a lot of impact on their levels of motivation within their 
respective organisations. 
 
Table 5.35 illustrates the total response for the questions on decision-making, 
ranging from mostly negative to mostly positive. 
 
Table 5.35 Total response for decision-making questions 
 
Question response option Lennon Intramed Overall 
Often negative 55 26% 14 18% 69 24% 
Sometimes negative 35 17% 12 15% 47 16% 
Sometimes positive 47 22% 26 33% 73 25% 
Often positive 64 30% 28 35% 92 32% 
Likert profile indicator 2.5 2.9 2.6 
 
Both organisations’ respondents viewed the decision-making aspects of their 
supervisor’s leadership style, and that of the organisation, as positive.  Overall 
57% of the respondents felt that the supervisor’s decision-making skills and 
their involvement in the decision-making was positive.  Only 40% of the overall 
respondents felt that the supervisor’s decision-making skills and their 
involvement with the decision-making process were negative. 
5.2.2.5 GOAL SETTING 
 
This Section Consisted Of Three Questions.  These Questions Established The 
Manner In Which Targets Or Goals Are Determined In The Respondents’ 
Department.  Secondly, The Degree Of Hidden Resistance Towards Achieving 
Department Goals Was Gauged.  Lastly, This Section Established The Level Or 
Difficulty Of The Targets Set By The Supervisor. 
 
Table 5.36 The manner in which targets are determined 
 
Question response option Lennon Intramed Overall 
Orders issued 25 47% 9 45% 34 47% 
Comments invited, then orders issued 1 2% 1 5% 2 3% 
After group discussion, orders are issued 6 11% 5 25% 11 15% 
By group participation (except crisis) 15 28% 5 25% 20 27% 
No response 6 11% 0 0% 6 8% 
Likert profile indicator 2.2 2.3 2.3 
 
Table 5.36 indicates that overall 50% of the respondents felt that targets in their 
departments were set in the manner of issuing orders, while 42% of the 
respondents felt that targets in their departments were set by group participation 
and involvement. 
 
Table 5.37 The degree of hidden resistance regarding achieving the 
department’s targets and goals 
 
Question response option Lennon Intramed Overall 
Strong resistance 8 15% 0 0% 8 11% 
Moderate resistance 6 11% 4 20% 10 14% 
Some resistance at times 19 36% 10 50% 29 40% 
Little or none 16 30% 6 30% 22 30% 
No response 4 8% 0 0% 4 5% 
Likert profile indicator 2.9 3.1 2.9 
 
Overall 70% of the respondents indicated that there was some or little hidden 
resistance from themselves, their peers, and their subordinates regarding 
achieving the department’s targets and goals.  Only 25% of the respondents felt 
that there was a moderate to strong resistance from themselves, their peers, 
and their subordinates towards achieving the goals and targets of the 
department or organisation. 
 
Table 5.38 The level of difficulty of targets set by the supervisor 
 
Question response option Lennon Intramed Overall 
Low 1 2% 1 5% 2 3% 
About average 20 38% 11 55% 31 42% 
Quite high 15 28% 7 35% 22 30% 
Very high 15 28% 1 5% 16 22% 
No response 2 4% 0 0% 2 3% 
Likert profile indicator 2.9 2.4 2.7 
 
The majority of respondents at Intramed (60%) felt that their supervisors set low 
to average targets.  At Lennon, 56% of the respondents felt that their 
supervisors set high to very high targets.  If the responses had to be grouped 
between low to average targets and high targets, then the majority of Intramed’s 
respondents stated that their supervisors set low to average targets, and the 
majority of Lennon’s respondents stated that their supervisors set high targets. 
 
Table 5.39 illustrates the total response for the questions on goal setting, 
ranging from mostly negative to mostly positive. 
 
 
 
 
 
 
 
 
 
Table 5.39 Total response for goal setting questions 
 
Question response option Lennon Intramed Overall 
Often negative 34 21% 10 17% 44 20% 
Sometimes negative 27 17% 16 27% 43 20% 
Sometimes positive 40 25% 22 37% 62 28% 
Often positive 46 29% 12 20% 58 26% 
Likert profile indicator 2.5 2.6 2.5 
 
Respondents from both organisations viewed the goal setting aspects of their 
supervisor’s leadership style as positive.  Overall 54% of the respondents felt 
that their supervisor’s goal setting skills and ability were positive.  Only 40% of 
the respondents felt that their supervisor’s decision-making skills and ability 
were negative. 
 
 
5.2.2.6 CONTROL 
 
This section consisted of three questions.  Firstly, these questions established 
what control measures are used for in the department.  Secondly, these 
questions determined the level of the organisation that is responsible for control.  
Lastly, these questions established if the respondents agreed with the 
structures and decisions made by the organisation. 
 
Table 5.40 The nature of control measures 
 
Question response option Lennon Intramed Overall 
Policing and punishment 10 19% 2 10% 12 16% 
Punishment and some reward 4 8% 0 0% 4 5% 
Reward and some self-guidance 9 17% 4 20% 13 18% 
Reward, self-guidance, and problem solving 23 43% 13 65% 36 49% 
No response 7 13% 1 5% 8 11% 
Likert profile indicator 3.0 3.5 3.1 
  
Overall 67% of respondents feel strongly that control measures are used for 
reward and problem-solving in their departments.  Only a small percentage of 
respondents (21% overall) indicated that control measures were used for 
punishment.  This indicates that it is the perception of the respondents from 
both Lennon and Intramed that control measures are used positively and as a 
valuable leadership tool. 
 
Table 5.41 Responsibility for control in the organisation 
 
Question response option Lennon Intramed Overall 
All at the top 12 23% 1 5% 13 18% 
Mostly at the top 12 23% 7 35% 19 26% 
Moderately shared at lower levels 6 11% 0 0% 6 8% 
Shared at all levels 20 38% 12 60% 32 44% 
No response 3 6% 0 0% 3 4% 
Likert profile indicator 2.7 3.2 2.8 
 
At Lennon 46% of the respondents stated that it was their opinion that the 
responsibility for control is mostly concentrated at top management, while 49% 
felt that the responsibility for control is shared at all levels of the organisation.  
An opposite picture is reflected in the responses from Intramed.  Here 60% of 
the respondents felt that control was shared at all levels of the organisation, and 
only 40% felt that control was concentrated at top management. 
 
 
Table 5.42 The degree of agreement with the decisions made by the 
organisation 
 
Question response option Lennon Intramed Overall 
No 1 2% 1 5% 2 3% 
Sometimes 37 70% 10 50% 47 64% 
Usually 9 17% 6 30% 15 21% 
Yes 4 8% 3 15% 7 10% 
No response 2 4% 0 0% 2 3% 
Likert profile indicator 2.3 2.6 2.4 
 Overall, the majority (67%) of respondents stated that they only sometimes or 
never agree with the decisions made by the company, while 31% of the 
respondents stated that they usually or always agree with the decisions made 
by their respective organisations. 
 
Table 5.43 illustrates the total response for the questions on control, ranging 
from mostly negative to mostly positive. 
 
Table 5.43 Total response for control questions 
 
Question response option Lennon Intramed Overall 
Often negative 23 14% 4 7% 27 12% 
Sometimes negative 53 33% 17 28% 70 32% 
Sometimes positive 24 15% 10 17% 34 16% 
Often positive 47 30% 28 47% 75 34% 
Likert profile indicator 2.4 3.0 2.6 
 
At Lennon, 47% of the respondents felt that their supervisor’s control behaviour 
was negative, whereas at Intramed, only 35% of the respondents felt that their 
supervisor’s control behaviour was negative.  At Lennon, 45% of the 
respondents viewed the control aspects of their supervisor’s leadership style as 
positive, whereas at Intramed, 64% of the respondents viewed the control 
aspects of their supervisor’s leadership style as positive.  Therefore, the 
majority of respondents at Intramed view their supervisor’s leadership style as 
positive, and the majority of respondents at Lennon view their supervisor’s 
leadership style as negative. 
 
 
5.3 COMPANY LEADERSHIP PROFILES 
 
In this section the leadership profiles for each organisation will be discussed in 
more detail.  Firstly, Lennon will be discussed with relation to leadership 
processes, motivation, communication, decision-making, goal setting, and 
control.  Secondly, Intramed will be discussed using the same dimensions.  
Lastly, any major differences and similarities between Lennon and Intramed will 
be discussed with regards to these dimensions. 
 
 
5.3.1 LEADERSHIP PROFILE OF LENNON 
 
Figure 5.1 Is An Illustrated Summary Of The Leadership Profile Of Lennon, And 
It Will Be Used To Discuss The Leadership Style Of The Supervisors At Lennon 
In Detail. 
 
 
Figure 5.1 Leadership profile of Lennon 
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With Respect To The Questions Relating To Leadership Processes, The 
Leadership Profile For Lennon Clearly Indicates That The Respondents 
(Subordinates) Feel That There Is Trust And Confidence Between Themselves 
And Their Supervisors.  Their Supervisors Are Often Friendly And Supportive 
And The Respondents Find It Easy To Talk To Their Supervisors About Their 
Work.  However, It Is The Respondents’ Opinion That The Supervisors Seldom 
Ask Them For Their Ideas And Also Seldom Make Use Of Their Ideas.  Lastly, 
The Supervisors Tend Not To Communicate The Reasoning For Not Using The 
Subordinate’s Ideas. 
 
With respect to the questions relating to motivation, the respondents feel that 
their supervisors are interested in the subordinate’s success at work.  Also, the 
supervisors use group involvement and recognition to motivate the 
subordinates, and there is a great deal of teamwork in the work area.  Lastly, 
the respondents feel that all levels of the organisation are responsible for 
achieving the goals and targets of the organisation. 
 
With respect to the questions relating to communication, the respondents 
experience communication flow to be in a down and up direction, where the 
subordinates accept downward communication with caution.  The respondents 
feel that the upward communication of issues often inaccurately reaches top 
management.  However, the supervisor is quite aware of the problems that the 
subordinates face at their work, and they often assist the subordinates with 
these problems.  The respondents also stated that they received quite a bit of 
assistance in their work from their fellow colleagues. 
 
With respect to the questions relating to decision-making, the respondents felt 
that top management mostly made decisions, and that there was limited 
delegation of this function to the lower levels of the organisation.  The 
respondents went further to state that the decision-makers were not that well 
aware of the problems that they faced at work.  However, the respondents did 
indicate that their supervisors involved them with the decisions related to their 
work.  Lastly, the respondents indicated that should they be involved in the 
decision-making process, it will somewhat contribute to their motivation. 
 
With respect to the questions relating to goal setting, the respondents 
indicated that the supervisor sets targets by inviting comments from his/her 
subordinates, and then issuing orders.  Furthermore, there is some hidden 
resistance from the respondents and their peers towards achieving the 
organisation’s goals.  Lastly, the respondents felt that the goals set by the 
supervisors were quite high. 
 With respect to the questions relating to control, the respondents stated that 
control measures were used for reward and self-guidance and that the 
responsibility for control lies mostly with top management, but there is some 
sharing of this responsibility at the lower levels of the organisation.  Lastly, the 
respondents indicated that they and their peers do not always agree with the 
decisions made by the organisation. 
 
 
5.3.2 LEADERSHIP PROFILE OF INTRAMED 
 
Figure 5.2 Is An Illustrated Summary Of The Leadership Profile Of Intramed, 
And It Will Be Used To Discuss The Leadership Style Of The Supervisors At 
Intramed In Detail. 
 
With respect to the questions relating to leadership processes, the leadership 
profile for Intramed clearly indicates that the respondents (subordinates) feel 
that there is trust and confidence between themselves and their supervisors.  
Their supervisors are very often friendly and supportive and the respondents 
find it easy to talk to their supervisors about their work.  However, it is the 
respondents’ opinion that the supervisors seldom ask them for their ideas and 
also seldom make use of their ideas.  Lastly, the supervisors tend not to 
communicate the reasoning for not using the subordinate’s ideas. 
 
With respect to the questions relating to motivation, the respondents feel that 
their supervisors are interested in the subordinates’ success at work.  Also, the 
supervisors use group involvement and recognition to motivate the 
subordinates, and there is a great deal of teamwork in the work area.  Lastly, 
the respondents feel that all levels of the organisation are responsible for 
achieving the goals and targets of the organisation. 
 
With respect to the questions relating to communication, the respondents 
experience communication flow to be in a down and up direction, where the 
subordinates accept downward communication with caution.  The respondents 
feel that the upward communication of issues is fairly accurate to top 
management.  The supervisors are quite aware of the problems that the 
subordinates face at their work, and they often assist the subordinates with 
these problems.  The respondents also stated that they received quite a bit of 
assistance in their work from their fellow colleagues. 
 
 
Figure 5.2 Leadership profile of Intramed 
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With respect to the questions relating to decision-making, the respondents felt 
that top management mostly made decisions, and that there was limited 
delegation of this function to the lower levels of the organisation.  The 
respondents also stated that the decision-makers had considerable knowledge 
of the problems that they faced at work.  The respondents did indicate that their 
supervisors involved them with the decisions related to their work.  Lastly, the 
respondents indicated that should they be involved in the decision-making 
process, it will contribute a lot to their motivation. 
 
With respect to the questions relating to goal setting, the respondents 
indicated that the supervisor sets targets by inviting comments from his/her 
subordinates, and then issuing orders.  There is some hidden resistance at time 
from the respondents and their peers towards achieving the organisation’s 
goals.  Lastly, the respondents felt that the goals set by the supervisors were 
average in the degree of intensity and difficulty. 
 
With respect to the questions relating to control, the respondents stated that 
control measures were used for reward, self-guidance, and problem-solving.  
The responsibility for control lies mostly with top management, but there is 
some sharing of this responsibility at the lower levels of the organisation.  
Lastly, the respondents indicated that they and their peers usually agree with 
the structures and decisions made by the organisation. 
 
 
5.3.3 MAJOR DIFFERENCES OR SIMILARITIES BETWEEN THE 
LENNON LEADERSHIP PROFILE AND THE INTRAMED 
LEADERSHIP PROFILE 
 
Figure 5.3 Is An Illustrated Summary Comparing The Leadership Profiles Of 
Lennon And Intramed.  It Will Be Used To Discuss The Major Differences And 
Similarities In Leadership Styles Of Supervisors At Lennon And Intramed. 
 
The leadership profiles for Lennon and Intramed are very similar.  With respect 
to the questions relating to leadership and motivation, there are no apparent 
differences in the leadership profiles between the two organisations.  However, 
with respect to the questions relating to communication, decision-making, goal 
setting, and control there are certain apparent differences in the leadership 
profiles between the two organisations.  These are listed below in point format: 
 
• The upward communication of issues to top management is often perceived 
as inaccurate at Lennon, whereas upward communication of issues to top 
management is perceived to be fairly accurate at Intramed. 
 
• At Lennon the respondents felt that the decision-makers had limited 
knowledge of the problems that the lower levels of the organisation faced, 
whereas at Intramed the respondents felt that the decision-makers had 
considerable knowledge of the problems that the lower levels of the 
organisation faced. 
 
 
Figure 5.3 Leadership profiles of Lennon and Intramed compared 
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• At Lennon the respondents stated that their involvement with the decision-
making process would only impact somewhat on their motivation.  At 
Intramed the respondents stated that their involvement with the decision-
making process would impact a lot on their motivation. 
• The respondents at Lennon felt that the targets that the supervisors set were 
quite high in level of intensity and difficulty, whereas the respondents at 
Intramed felt that the targets that the supervisors set were average in level of 
intensity and difficulty. 
• At Lennon the respondents felt that control measures were used for reward 
and self-guidance.  However, at Intramed the respondents felt that control 
measures were used for reward, self-guidance, and problem-solving. 
• The respondents at Lennon stated that they and their peers do not always 
agree with the decision of the organisation.  The respondents at Intramed 
stated that they and their peers usually agree with the decision of the 
organisation. 
 
 
5.4 CONCLUSION 
 
In this chapter the processed response to the questionnaire handed to the 
subordinates of the supervisors within Lennon and Intramed was discussed.  
Firstly, the questions relating to biographical information were discussed.  
Secondly, leadership related questions were discussed under the topics of 
leadership, motivation, communication, decision-making, goal setting, and 
control.  The chapter was concluded with a discussion of the leadership profiles 
for each of the organisations, and a comparison of these profiles between the 
two organisations. 
 
In the next chapter, this response data will be interpreted and evaluated against 
the norms for leadership as established in previous chapters.  This chapter will 
comprise of conclusions, recommendations, and implementation plans for 
corrective action regarding the leadership effectiveness of production 
supervisors at Lennon and Intramed. 
CHAPTER 6 
 
main findings and recommendations 
 
 
6.1 INTRODUCTION 
 
In chapter 5 the response data obtained from the completion of the 
questionnaires was critically examined and discussed.  Using this response 
data, leadership profiles were compiled for Lennon and Intramed, and these 
leadership profiles were critically discussed.  Chapter 5 was concluded with a 
discussion between the similarities and differences of the leadership profiles of 
Lennon and Intramed.   
 
The aim of this chapter is to discuss the main findings and make 
recommendations regarding the leadership effectiveness among production 
supervisors.  Firstly, the main findings that resulted from the comparison 
between the theory of leadership and the practice of leadership will be 
discussed.  Secondly, recommendations regarding leadership behaviour will be 
made.  Thirdly, proposals regarding the implementation of leadership 
behavioural recommendations will be made.  Lastly, recommendations 
regarding possible further research will be made.  The chapter will be concluded 
with final thoughts. 
 
 
6.2 MAIN FINDINGS 
 
Before the main findings regarding the results from the empirical study on 
leadership effectiveness among production supervisors at Lennon and Intramed 
are discussed, the leadership theory of Likert’s system four management, which 
was discussed in chapter 2, will be summarised. 
  
 
 
6.2.1 SUMMARY OF LIKERT’S SYSTEM FOUR MANAGEMENT 
 
Rensis Likert (see paragraph 2.5.2.4) proposed that if leaders behave in a 
participative manner and involve their followers in decision-making, the 
effectiveness of the organisation and the satisfaction of the subordinates would 
increase.  In his leadership model, Likert identifies four basic leadership styles 
and he refers to these as systems.  These leadership systems range from a 
system one, which is similar to an autocratic leadership style, to the other 
extreme, a system four, which is similar to a democratic leadership style. 
 
When a leader displays a system one leadership style, the following leadership 
characteristics are evident.  Firstly, the leader shows no confidence in his 
subordinates and does not involve them in the decision-making process.  
Secondly, the subordinates do not feel free to discuss their job with their leader, 
and they do not share their suggestions with their leader.  Lastly, the leader 
uses threat of punishment to motivate his subordinates.   
 
On the other end of the scale, when a leader displays a system four leadership 
style, the following leadership characteristics are evident.  Firstly, the leader has 
complete confidence in his subordinates, and decision-making is shared by all.  
Secondly, the subordinates feel completely free to discuss their job with their 
leader.  Thirdly, the leader uses group participation to motivate his 
subordinates, and therefore always asks his subordinates for their suggestions 
and uses their suggestions where possible. 
 
Leaders that lead by using a system four approach are more effective and 
productive, and maintain supportive relationships with their subordinates. 
 
 
6.2.2 LEADERSHIP EFFECTIVENESS OF PRODUCTION SUPERVISORS 
AT LENNON AND INTRAMED 
 
In this section the main findings regarding the results from the empirical study 
on leadership effectiveness among production supervisors at Lennon and 
Intramed will be discussed.   
 The respondents at Lennon and Intramed assessed certain leadership 
components as positive.  It can thus be concluded that, with regard to the 
following leadership components, the supervisors practise effective leadership, 
and are at a system 3 or system 4 leadership style. 
 
• Finding 1: Overall impression   
The overall impression that can be deduced from the Likert leadership 
profiles of Lennon and Intramed is that the leadership behaviour of the 
supervisors at Lennon and Intramed is positive, as indicated on the Likert 
leadership profile by a system 3 or system 4 leadership style. 
 
• Finding 2: Mutual trust   
The subordinates and their supervisors have trust and complete confidence 
in each other.  The supervisors are friendly and supportive towards their 
subordinates, which results in the subordinates feeling free to talk to their 
supervisors about their work. 
 
• Finding 3: Positive motivation 
The aspects relating to effective motivation of subordinates are well 
practised by the supervisors of Lennon and Intramed.  The following 
statements support this finding: Firstly, the subordinates are motivated 
through the interest that their supervisors show in their success at work.  
Secondly, they are motivated through participation and group involvement, 
and the recognition received from their supervisors.  Lastly, there is 
teamwork between all levels of the organisation for achieving the targets and 
goals of the organisation. 
 
• Finding 4: Positive communication 
The communication channels at Lennon and Intramed are well defined and 
used by all levels of the organisations.  The following statements support 
this finding: Firstly, the flow of communication is both upward and downward 
within Lennon and Intramed.  Secondly, the supervisors are informed and 
aware of the problems that their subordinates face at work.  Lastly, the 
subordinate receives a great deal of assistance from his/her supervisor 
and/or peers with relation to his/her work.  
 
• Finding 5: Participative decision-making 
The supervisors at Lennon and Intramed practise participative decision-
making within their areas of control.  The subordinates are involved in the 
decisions made relating to their work and workplace.  The involvement in the 
decision-making process is a very strong motivating factor for subordinates. 
 
• Finding 6: Positive control 
Control measures within Lennon and Intramed are used in a positive manner 
and not as threat or punishment.  The supervisors use control measures for 
reward, self-guidance, and problem solving. 
 
The above-mentioned leadership components are all indicators of leadership 
effectiveness.  However, even though the overall impression of the supervisors’ 
leadership behaviour is positive, the respondents at Lennon and Intramed 
assessed certain leadership components as negative.  It can thus be concluded 
that, with regard to the following leadership components, the supervisors do not 
practise effective leadership, and are at a system 1 or system 2 leadership 
style. 
 
• Finding 7: Lack of participative problem solving   
There is a lack of participative problem solving between the supervisor and 
his/her subordinates.  In finding 4 it was stated that there was participation 
between the supervisor and his/her subordinates in the decision-making 
process with respect to their work and workplace, however, the subordinates 
do not participate in the problem-solving process.  The subordinates are 
seldom asked for their ideas, and the supervisor seldom uses their ideas.  
Also, the supervisor tends not to feed back his/her reasoning for not using 
the subordinate’s suggestion. 
 
• Finding 8: Lack of trust in the message   
There is a lack of trust in the message being communicated from the 
supervisors and other upper levels of the organisation to the subordinates.  
In finding 3 it was stated that communication flow is both upward and 
downward, however, downward communication is viewed and accepted with 
caution.  There is also a degree of selective filtering of the message that 
occurs when the supervisor communicates the message from his/her 
subordinates to his/her superiors.  This results in the message being 
inaccurately received by upper management. 
 
• Finding 9: Decisions made by upper management   
Upper management mostly makes policy decisions.  Although it was stated 
in finding 4 that the subordinates participate in the decision-making process, 
it relates to decisions made regarding their direct work or workplace.  
However, the supervisors and/or upper management mostly make the policy 
or broad organisational decisions.  There is only limited delegation of this 
decision-making responsibility to the subordinates.  This results in certain 
subordinates not always agreeing with the decisions made by the supervisor 
and the organisation. 
 
• Finding 10: Resistance towards achieving organisational goals   
The subordinates and their peers resist achieving the targets and goals of 
the organisation.  During the goal setting process the supervisor invites 
comments from his/her subordinates, however he/she sets the goals and 
targets through the issuing of instructions.  These goals and targets set by 
the supervisor are average or high in the degree of intensity and difficulty. 
 
• Finding 11: Responsibility for control located with upper management 
The supervisor and upper management are responsible for control 
measures within Lennon and Intramed.  The subordinates do not feel that 
they are responsible for the control measures within their respective 
departments. 
 
The above-mentioned leadership components are all indicators that there is 
some lack of leadership effectiveness.  In the following section 
recommendations will be made to improve on findings 7 to 11, and thus improve 
on the supervisor’s overall leadership effectiveness. 
  
 
6.3 RECOMMENDATIONS 
 
In this section recommendations will be made regarding three topics.  Firstly, 
recommendations will be made regarding the leadership effectiveness of 
supervisors at Lennon and Intramed.  Secondly, recommendations will be made 
to support the implementation of the recommendations made regarding the 
leadership effectiveness of supervisors at Lennon and Intramed.  Lastly, 
recommendations will be made regarding the need for further research. 
 
 
6.3.1 LEADERSHIP EFFECTIVENESS 
 
As discussed in paragraph 6.2.2, there are certain demonstrated behaviours 
that suggest an effective leadership style amongst the supervisors of Lennon 
and Intramed.  However, certain negative leadership behaviours were also 
identified that would suggest an ineffective leadership style.  By improving on 
these negative behaviours, the overall leadership profile of Lennon and 
Intramed will improve and result in effective leadership. 
 
Specific changes are required with regards to leadership, motivation, 
communication, decision-making, goal setting, and control.  The following 
recommendations aim to suggest improvements that will result in leadership 
effectiveness among production supervisors at Lennon and Intramed: 
 
• Recommendation 1: Involve subordinates in problem-solving   
The subordinates view participation in problem-solving and decision-making 
as very important motivational factors.  The supervisors must ensure that 
they involve their subordinates in problem-solving and obtain their ideas on 
how to solve work-related problems.  Furthermore, it is vital that the 
supervisors use the ideas they obtained from their subordinates.  This is not 
always possible, however, with adequate feedback to the subordinates on 
the reasoning why their ideas were not utilised, the supervisors will defuse 
any unhappiness and tension between themselves and their subordinates. 
 
 
• Recommendation 2: Involve subordinates in policy decision-making   
As stated in recommendation 1, subordinates view participation in decision-
making as a very important motivational factor.  The supervisors and upper 
management must make an effort to involve the subordinates in the policy 
and broad organisational decision-making process.  By delegating more of 
the policy and broad organisational decisions to the lower levels of the 
organisation, the supervisors and upper management will reduce the level of 
resistance that the subordinates have towards the decisions made in the 
organisation.  It will also ensure that the supervisor receives the buy-in and 
commitment from his/her subordinates in the decision that was made. 
 
• Recommendation 3: Improve the message   
In finding 8 it was clearly stated that there is a lack of trust in the downward 
communication process, also selective filtering of the message occurs 
during upward communication.  The lack of trust in downward 
communication message can be eliminated in the following manner: Firstly, 
the supervisor and upper management must be consistent in their 
communication process and in the message being communicated.  
Secondly, any deviation in the original message communicated to the 
subordinates must be clearly explained to them and the reasons for the 
deviation or change in the message must be explained.  Lastly, supervisors 
and upper management need to improve on their interpersonal relations with 
their subordinates in order to establish open relationships built on trust.   
 
In order to eliminate the selective filtering that occurs during the upward 
communication, the following recommendations will assist: Firstly, through 
reducing or flattening the number of hierarchical structures, the likelihood of 
selective filtering or inaccurate message transfer will be reduced.  Another 
method of reducing the inaccuracy in upward communication is by 
establishing employee communication sessions where all levels of the 
organisation are represented and the message can be directed immediately 
to the level of management intended. 
 
 
 
• Recommendation 4: Involve the subordinates in goal-setting.   
The subordinates have limited involvement in the goal setting process, 
which results in hidden resistance towards achieving the goals and targets 
of the department and/or organisation.  The supervisor must involve his/her 
subordinates in the goal setting process.  By involving the subordinates in 
the goal setting process, the supervisor will reduce the hidden resistance 
towards achieving the departmental and organisational goals. 
 
• Recommendation 5: Delegate the responsibility for control to all levels   
The responsibility for control currently lies with the supervisor and upper 
management.  The supervisor must ensure that the responsibility for control 
becomes the responsibility of every person in the organisation.  The aim of 
the supervisor must be for his/her subordinates to use control measures for 
continuous improvement and problem-solving.  This can only be achieved 
be delegating the responsibility for control to all levels of the organisation. 
 
 
6.3.2 IMPLEMENTATION OF RECOMMENDATIONS 
 
The results of this study indicate that, although the overall impression of the 
supervisors’ leadership behaviour is positive, there is room for improvement in 
the leadership effectiveness of production supervisors at Lennon and Intramed.  
A proposed process of implementing the recommendations as described in 
paragraph 6.3.1 will be discussed. 
 
• Dissemination of research  
Information is a powerful tool in any implementation plan.  The supervisor 
needs access to leadership information and theory in order to understand 
and practise effective leadership.  It is therefore essential that this study be 
made available to the supervisors at Lennon and Intramed.  It will give them 
insight into the theory of leadership and what effective leadership is about.  
Furthermore, this study gives the supervisors an insight into the way that 
their subordinates view their leadership effectiveness.  Special attention 
must be given to the leadership shortcomings discussed in paragraph 6.2.2 
and recommendations to address these shortcomings discussed in 
paragraph 6.3.1. 
 
• Method of dissemination  
It is suggested that this information be made available through sensitisation 
sessions where the necessary information is presented to a group of 
supervisors.  As it is common for certain people not to ask questions or 
make comments when they are in a group situation, it is important to set up 
individual session to allow those supervisors the opportunity to ask their 
questions or make their comments in a private sensitisation session. 
 
• Leadership training and development  
Leadership training and development can make a big contribution to equip 
supervisors with the necessary leadership skills to practise effective 
leadership.  Leadership training can be done by means of short courses 
presented by a formal training institution, or by a suitably qualified in-house 
presenter.  A major advantage of using short courses is that the training is 
received in a relatively short period of time.  This will result in the supervisor 
receiving valuable training and not neglecting his/her production 
responsibilities. 
 
• Performance management  
As soon as the sensitisation sessions are complete and the leadership 
training and development have taken place, the supervisors will possess the 
necessary leadership skills to start practising effective leadership.  The next 
logical step would be to implement a performance management system and 
incentive scheme to further motivate and drive the supervisor’s leadership 
behaviour towards effective leadership. 
 
 
6.3.3 OPPORTUNITIES FOR FURTHER RESEARCH 
 
The following opportunities for further research are forthcoming from this study 
on leadership effectiveness among production supervisors at Lennon and 
Intramed: 
 • The questionnaire that was used for this study could be used in an 
organisation that has a predominantly male workforce and supervisory 
structure in order to establish if gender has any influence on how 
subordinates perceive their supervisor’s leadership effectiveness. 
 
• The study on leadership effectiveness among production supervisors at 
Lennon and Intramed can be increased to include other pharmaceutical 
companies in South Africa.  This will result in establishing the leadership 
strengths and weaknesses of other pharmaceutical companies.  This 
information could then be used to make suggestions on how to improve the 
leadership effectiveness within the organisations that took part in the study. 
 
• The study on leadership effectiveness among production supervisors at 
Lennon and Intramed can be increased to include all supervisors at Lennon 
and Intramed.  This will enable Lennon and Intramed to establish if there is a 
different perception of supervisory leadership effectiveness practised by non-
production supervisors as compared to production supervisors.  It will also 
give Lennon and Intramed production supervisors the opportunity to learn 
from any positive and/or negative leadership behaviours practised by the 
non-production supervisors. 
 
• The leadership model and empirical study can be further refined to try and 
establish if age, qualification, or experience has any direct impact on the 
leadership effectiveness and leadership profiles of Lennon and Intramed. 
 
• Lastly, this study can be repeated after the recommendations have been 
implemented to establish if the recommendations have had any positive 
influence on the leadership effectiveness of Lennon and Intramed. 
 
 
6.4 FINAL THOUGHTS 
 
The impact that effective leadership has on an organisation’s long-term success 
can not be questioned.  Effective leadership requires that different situations be 
handled in the correct manner.  Effective leadership requires that all members 
of the organisation participate in decision-making, goal-setting, and problem-
solving, and that all members of the organisation work toward achieving the 
organisation’s goals. 
 
The aim of this study was to establish if production supervisors at Lennon and 
Intramed were effective in their leadership.  From the results of the empirical 
study it is clear that the leadership effectiveness of the production supervisors 
as perceived by their subordinates is good, however certain negative 
behaviours were identified in paragraph 6.2.2 that are not trademarks of 
effective leadership. 
 
The negative leadership behaviours that were identified in paragraph 6.2.2 were 
evaluated and recommendations were made in order to rectify the negative 
leadership behaviours (see paragraph 6.3.1).  The recommendations and 
implementation plans (see paragraph 6.3.2) need to be conveyed to the 
supervisors and upper management so that they become aware of the 
leadership shortcomings identified through this study.   
 
Once supervisors and upper management are aware of the negative leadership 
behaviours, a process of training, counselling and mentoring can take place to 
coach the supervisors towards complete leadership effectiveness. 
 
 
 
 
 
 
 
 
 
 
 
 
 
REFERENCE LIST 
 
 
Allison, B., O’Sullivan, T., Owen, A., Rice, J., Rothwell, A., & Saunders, C.  
1996.  Research skills for students.  London: Kogan Page. 
 
Baron, R.A. & Greenberg, J.  1990.  Behavior in organizations: understanding 
and managing the human side of work (3rd ed.).  Boston, MA: Allyn and Bacon. 
 
Bell, J.  1996.  Doing your research project: a guide to first-time researchers in 
education and social science (2nd ed.).  Philadelphia, PA: Open University 
Press. 
 
Betts, P.W.  1968.  Supervisory studies.  London: MacDonald & Evans Ltd. 
 
Bittel, L.R. & Newstrom, J.W.  1990.  What every supervisor should know (6th 
ed.).  New York: Gregg Division, McGraw-Hill. 
 
Bless, C. & Higson-Smith, C.  1995.  Fundamentals of social research methods: 
an African perspective (2nd ed.).  Cape Town: Juta and Co, Ltd. 
 
Bulin, J.G.  1995.  Supervision: skills for managing work and leading people.  
Boston, MA: Houghton Mifflin. 
 
Charlton, G.D.  1992.  Leadership: the human race.  Kenwyn: Juta & Co, Ltd. 
 
Comstock, T.W.  1987.  Modern supervision.  Albany, NY: Delmar. 
 
De Lange, D.J.  1983.  Supervision N4.  Johannesburg: McGraw-Hill Book 
Company. 
 
Donnelly, J.H., Gibson, J.L., & Ivancevich, J.M.  1987.  Fundamentals of 
management (6th ed.). Homewood, IL: BPI Irwin. 
 
 
Emory, C.W. & Cooper, D.R.  1991.  Business research methods (4th ed.).  Burr 
Ridge, IL: Irwin. 
 
Farr, R.C. & Timm, P.R.  1994.  Business research: an informal guide.  Menlo 
Park, CA: Crisp Publications, Inc. 
 
Geldenhuys, D.  1997.  The application of generic strategies, as defined by 
Michael E. Porter, in selected pharmaceutical companies operating in a hostile 
and/or turbulent industry environment.  [Unpublished MBA dissertation].  
London: Brunel University. 
 
George, C.S.  1982.  Supervision in action: the art of managing others (3rd ed.).  
Reston, VA: Reston Publishing Company, Inc., A Prentice Hall Company. 
 
Gordon, J.R.  1991.  A diagnostic approach to organizational behavior (3rd ed.).  
Boston, MA: Allyn and Bacon. 
 
Gray, J.L. & Starke, F.A.  1984.  Organizational behavior: concepts and 
applications (3rd ed.).  Columbus, IL: Charles E. Merrill Publishing Company. 
 
Griffin, R.W. & Moorhead, G.  1986.  Organizational behavior.  Boston, MA: 
Houghton Mifflin Company. 
 
Hampton, D.R.  1986.  Management (3rd ed.).  New York: McGraw-Hill Book 
Company. 
 
Hay, W.W. & Bittel, L.R.  1970.  Supervision: complete Australian course.  
Sydney: McGraw-Hill Book Company. 
 
Hellriegel, D. & Slocum, J.W.  1989.  Management (5th ed.).  Reading, MA: 
Addison-Wesley. 
 
Hellriegel, D., Jackson, S.E., & Slocum, J.W.  1999.  Management (8th ed.).  
Cincinnati, OH: South-Western College Publishing, an International Thomson 
Publishing company. 
 History of Lennon Limited.  1989.  [Unpublished]. 
 
Humphrey, J. & Halse, F.  1990.  Profit from quality supervision.  Kenwyn: Juta 
& Co, Ltd. 
 
Jackson, W.  1995.  Methods doing social research.  Scarborough, Ontario: 
Prentice Hall Canada Inc. 
 
Job descriptions for Intramed.  1999.  [Unpublished]. 
 
Job descriptions for Lennon.  1999.  [Unpublished]. 
 
Koontz, H., O’Donnell, C., & Weihrich, H.  1984.  Management (8th ed.).  New 
York: McGraw-Hill Book Company. 
 
Leedy, P.D.  1997.  Practical research: planning and design (6th ed.).  Upper 
Saddle River, NJ: Merrill, A Prentice Hall Company. 
 
Luthans, F.  1992.  Organizational behavior (6th ed.).  New York: McGraw-Hill, 
Inc. 
 
Market share presentation.  1998.  Pharmacare Ltd: Pharmaceutical Division.  
[Unpublished] 
 
Mayer, R.R.  1982.  Production and operations management (4th ed.).  
Johannesburg: McGraw-Hill International Book Company. 
 
McBurney, D.H.  1994.  Research methods (3rd ed.).  Pacific Grove, CA: 
Brooks/Cole Publishing Company. 
 
McCormick, K.  1998.  Manufacturing in the global pharmaceutical industry 
(Financial Times Healthcare Management Reports).  London: Financial Times 
Professional Limited. 
 
Neuman, W.L.  1994.  Social research methods: qualitative and quantitative 
approaches (2nd ed.).  Boston, MA: Allyn and Bacon. 
 
Newstrom, J.W. & Davis, K.  1993.  Organizational behavior: human behavior at 
work (9th ed.).  New York: McGraw-Hill Inc. 
 
Organisational chart for Intramed.  1999.  [Unpublished]. 
 
Organisational chart for Lennon.  1999.  [Unpublished]. 
 
Owens, R.G.  1981.  Organizational behavior in education (2nd ed.).  Englewood 
Cliffs, NJ: Prentice-Hall, Inc. 
 
Pharmacare Ltd: The company [online].  1999.  [cited 12 May 1999].  Available 
from Internet URL http://www.pharmacare.co.za/COMPANY.htm.   
 
Plunkett, W.R.  1996.  Supervision: diversity and teams in the workplace (8th 
ed.).  New Jersey: Prentice Hall. 
 
Porter, L.W., Lawler, E.E., & Hackman, J.R.  1975.  Behavior in organizations.  
New York: McGraw-Hill Book Company. 
 
Reber, R.W. & Van Gilder, G.  1982.  Behavioral insights for supervision (2nd 
ed.).  Englewood Cliffs, NJ: Prentice-Hall, Inc. 
 
Robbins, S.P.  1993.  Organizational behavior: concepts, controversies, and 
applications (6th ed.).  Englewood Cliffs, NJ: Prentice Hall. 
 
Rue, L.W. & Byars, L.L.  1989.  Management: theory and application (5th ed.).  
Homewood, IL: R.D. Irwin. 
 
SA Druggists: Annual review for employees.  1994.  [Johannesburg]. 
 
Sartain, A.Q. & Baker, A.W.  1972.  The supervisor and his job (2nd ed.).  New 
York: McGraw-Hill Book Company. 
 Schnetler, J., Stoker, D.J., Dixon, B.J., Herbst, D., & Geldenhuys, E.  1989.  
Survey methods and practice (revised ed.).  Pretoria: Opinion Survey Centre, 
Human Sciences Research Council. 
 
Schwartz, D.  1980.  Introduction to management: principles, practices, and 
processes.  New York: Harcourt Brace Jovanovich, Inc. 
 
Smit, P.J. & Cronje, G.J. De J.  1992.  Management principles.  Kenwyn: Juta & 
Co, Ltd. 
 
South African Druggists Limited: Annual report.  1996.  [Johannesburg]. 
 
Szilagyi, A.D. & Wallace, M.J.  1990.  Organizational behavior and performance 
(5th ed.).  Glenview, IL: Scott Foresman. 
 
The history of South African Druggists [online].  1999.  [cited 12 May 1999].  
Available from Internet URL http://www.pharmacare.co.za/HISTORY.htm.   
 
Yuill, B.  1968.  Supervision: principles and techniques.  London: George Allen 
and Unwin Ltd. 
 
ANNEXURE A 
 
COVERING LETTER – PROF N.J. DORFLING 
 
 
September 1999 
 
Dear Sir/Madame 
 
STUDY ON LEADERSHIP 
 
You have been selected as part of a sample to investigate the quality of 
leadership effectiveness among production supervisors in selected 
pharmaceutical companies in Port Elizabeth.  It will be greatly appreciated if you 
can complete the attached questionnaire by Friday, 17 September 1999.  Your 
co-operation is vital for the success of the study, and your participation will 
make it possible that useful and reliable information can be gathered in the field 
of leadership. 
 
As Nearly All Questions Are Pre-Structured, Completing The Questionnaire Will 
Take Up Very Little Of Your Time.  All Information Will Be Treated As Strictly 
Confidential And Will Be Statistically Processed Together With That Of Other 
Respondents.  It Will Be Impossible To Identify Any Individual On The Strength 
Of The Results Included In The Final Report. 
 
The aim of this investigation is to develop a general view of the practice of 
leadership among supervisors.  The results of this investigation will be used to 
relate the practice of supervisory leadership to the appropriate theoretical 
guidelines.  The results of this investigation may also assist to improve 
supervisory management in your company. 
 
We are aiming at a 100% response to this study.  Please direct any enquiries 
about the questionnaire to Deon Swanepoel at telephone 4072230 or 
0835382052. 
 Thank you for your co-operation. 
 
 
 
Prof. N.J. Dorfling 
DEAN: FACULTY OF MANAGEMENT 
 
ANNEXURE B 
 
COVERING LETTER – MR K. SIMON 
 
 
13 September 1999 
 
 
Dear All 
 
Deon swanepoel – mba research project 
 
 
Attached is a questionnaire from Deon Swanepoel who is presently doing 
research for his Masters in Business Administration.  The topic of his research 
is an important one in the overall South African context.  The intention of this 
questionnaire is to establish, from various companies, empirical information 
regarding the important topic of leadership.  I would appeal to each of you 
receiving a questionnaire, to give the questions some thought in order that 
Deon can get a comprehensive picture from those participating. 
 
Your participation in this project is sincerely valued. 
 
 
Yours sincerely 
 
 
 
KEVIN SIMON 
General manager - lennon 
 
ANNEXURE C 
 
QUESTIONNAIRE ON LEADERSHIP 
 
PLEASE FURNISH THE FOLLOWING INFORMATION 
REGARDING YOU AND YOUR WORK SITUATION BY MARKING 
THE APPROPRIATE BOX WITH AN X.  SECTION A AND 
SECTION B MUST BE COMPLETED. 
 
SECTION A 
BIOGRAPHICAL INFORMATION 
 
1. Are you male or female? 
 
Male  
Female  
 
 
2. What is your age in years? 
 
Younger than 30  
30 – 40  
41 – 50  
51 – 60  
Older than 60  
 
 
3. How many years have you worked for your company? 
 
Less than 5  
5 – 10  
11 – 15  
16 – 20  
More than 20  
 
 
4. How many years have you been a team leader? 
 
Less than 2  
2 – 5  
6 – 10  
More than 10  
 
 
5. What level of education do you have? 
 
Lower than Std 10  
Std 10  
Post matric qualification  
 
 
6. Have you had any management or supervisory training? 
 
Yes  
No  
 
If yes, please specify: 
 
 
 
 
7. Is your supervisor male or female? 
 
Male  
Female  
 
 
  
 
 
8. What is your supervisor’s age in years? 
 
Younger than 35  
35 – 50  
Older than 50  
 
 
9. How long has your current supervisor been in his/her supervisory 
position? 
 
Less than 5  
5 – 10  
More than 10  
 
 
10. What level of education does your supervisor have? 
 
Lower than Std 10  
Std 10  
Post matric qualification  
 
 
 
 
 
 
 
 
 
 
 
  
 
SECTION B 
LEADERSHIP INFORMATION 
 
LEADERSHIP 
 
1. How much confidence and trust does your supervisor have in you? 
 
Very little Some Quite a bit A great deal 
    
 
 
2. How much confidence and trust do you have in your supervisor? 
 
Very little Some Quite a bit A great deal 
    
 
 
3. How often is your supervisor friendly and supportive? 
 
Rarely Sometimes Often Very often 
    
 
 
4. How easy is it for you to talk to your supervisor about your work? 
 
Not very easy Sometimes easy Quite easy Very easy 
    
 
 
 
  
 
5. How often does your supervisor ask you for your ideas? 
 
Rarely Sometimes Often Mostly 
    
 
 
6. How often does your supervisor use your ideas? 
 
Rarely Sometimes Often Mostly 
    
 
 
7. Does your supervisor discuss the reasons why he/she did not use your 
ideas? 
 
Rarely Sometimes Often Mostly 
    
 
 
Motivation 
 
8. Which of the following does your supervisor normally use to motivate 
you? 
 
Fear, threats, 
punishment 
Mostly punishment, 
and some recognition 
Mostly recognition, 
and some punishment 
Group involvement 
and recognition 
    
 
 
9. Do you feel that your supervisor is interested in your success as a team 
leader? 
 Very little Some Quite a bit A great deal 
    
 
 
10. Who do you think FEELS responsible for achieving the company’s 
targets and goals? 
 
Top management Top and middle 
management 
Top, middle, and 
supervisory 
management 
All levels of the 
company 
    
 
 
11. How much teamwork exists in your work area? 
 
 Very little Little Moderate amount A great deal 
    
 
 
Communication 
 
12. What is the usual direction of communication within your department? 
 
Top-down Mostly top-down Down and up Down, up, and 
sideways 
    
 
 
13. How is top-down communication accepted in your department? 
 
With suspicion Possibly with 
suspicion With caution With a receptive mind 
    
 
 
  
 
14. How accurately do you think does upward communication of issues 
reach upper management in your company? 
 
Usually inaccurate Often inaccurate Fairly accurate Almost always 
accurate 
    
 
 
15. How well does your supervisor know the problems that you face at work? 
 
Not well Reasonably well Quite well Very well 
    
 
 
16. How much help does your supervisor give you with the problems you 
face at work? 
 
Very little Some Quite a bit A great deal 
    
 
 
17. How much help do you get from the other team leaders in your 
department? 
 
Very little Some Quite a bit A great deal 
    
 
 
Decisions 
 
18. At what level of the company are decisions made? 
 Mostly at the top Policy decisions at the top, some delegation 
Broad policy at the 
top, more delegation Throughout all levels 
    
 
 
19. To what extent are the decision-makers aware of the problems faced by 
the lower levels of the company? 
 
Very little Some Considerable Fully 
    
 
 
20. To what extent does your supervisor involve you in decisions related to 
your work? 
 
Very little Some Considerable Fully 
    
 
 
21. How much does involvement in decision-making contribute to your 
motivation? 
 
Not very much Relatively little Somewhat A lot 
    
 
 
Goals 
 
22. In what manner are targets determined in your department? 
 
Orders issued 
Comments are 
invited, then orders 
are issued 
After group 
discussion, orders are 
issued 
By group participation 
(except in crisis) 
    
  
 
23. How much hidden resistance is present amongst you, your peers, and 
your subordinates regarding achieving the departments’ goals?  
 
Strong resistance Moderate resistance Some resistance at times Little or none 
    
 
 
24. How high are targets set by your supervisor? 
 
Low About average Quite high Very high 
    
 
 
Control 
 
25. What are control measures (e.g. OEE, cost, productivity, efficiency, etc.) 
used for in your department? 
 
Policing and 
punishment 
Punishment and 
some reward 
Reward and some 
self-guidance 
Reward, self-
guidance and problem 
solving 
    
 
 
26. Where is the responsibility for control concentrated in your company? 
 
All at the top Mostly at the top Moderately shared at lower levels Shared at all levels 
    
 
 
 
 
  
27. Do you and your friends agree with the structures and decisions made by 
the company? 
 
No Sometimes Usually Yes 
    
 
 
Any additional information you deem relevant: 
 
 
 
 
 
 
 
THANK YOU FOR YOUR COOPERATION 
 
 
 
 
